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- . INTRODUCTION | a -

- N . &’r s
L Yoomause
As we enter the cra of decountability in education it iy apparent that somnninily colleges
are going to need the best posible mangpement took, Beaase of mnc}-gnﬂ{\' 4he public ®nd
students about cmlcutional‘qu.ilit}y, Aneeriain enrallments, the deiands or ceeasing and
divensificd types ol services, ,l'\,\_uu»p of e intense compelition for operating tunds, cost
effective, and educationally effective operation is essential. This volte gean attempt by the
authers 1o present both a theoretival Trantewdrk und practival case examples about a new and
controversial commusnity college nanagement techaiguy ,J_HLIHJQ.‘L‘IIR‘Q_H?) _'{u!\i\-ggiy’g‘;:
‘ ' o SR AR
Untit recently, the use of owyen the term Cmatagenent” whs unaceeplable to nuy
community coltege cducators. Yet, m_qr'\.nguncni « the jucicious tise of mdins to accomplisivan
end s i indespensible tisk Tor Trustees, administrators and Teealty alike, The authors have
purposcly cchosen ta use the term “management.,” which includes thie tisks of phinning,
vrgenizing, communicating, maelivating, and cevaluating, rather than numy of the vupliemisms
which lraye been used in the paste The Lime is upon us to recogaize that manaeement docs oeeur
in community calleges and panagetiwnt ds previsely what the authors tecl it shoudd be called,
However. management does nal mean maniptlation o anthoritarian rule. The :;pprmchcs‘ to
managenent advocated in this velume reguire extensive participation, sharing, and r(Gpumilﬂlily
by all those involved in comnwnity college education. o
. T ‘-‘l
The book contains a ubigque combimation of both theory nd practice, with discussion
ranging trom business nnunigement 't]ac({ry lhmug_h‘_c(ly«:‘;l’tinnut maikigement theory to the
location of management by ohjectives within it theory, The Tull runge ol techniques for
developing institutional objectises within the process of manugement by ohpectises is examined.
Two wstitutional examples, one From o farge, mudti-campus commumty volfege district, and one
trom a4 sirad! rund campus are prcécutud‘ deseribing how thiese colleges have attempted 1o assess
neads, develop objectives, and evalwie and revise Programs using quite different management by
objectives techniques, Several popular approachies to community collepe needs assesstwnt are
found seriously wanting in spite of their thearetical appeal. New theoretical contributions,
including a thorough discussion of currently unmeastirable objectives, reducible and irreducible
constraints, the advantages and disadvantuges of management by objectives application in
education, and the use ol the educational audit as an acconntability technigue are included. The

book also examiites the problem of tying academic and fiscal plansing through management by

objectives. .
W N L 3
The objectives of the book are as follows: L . ) s
‘t;‘ s 0y - 0 - . . . .
. l\) o present o theoretical framework for management by objectives in commiunity
L~ ‘, . -
ERIC _ e



colleges.,

To present informuation about altemative methods tor conducting needs assessment and
implementing numagement by objectives.

3. To present a framework tor integrating achdemic and fiscal planning through the
manmagentent by ebjectives program.

4. To describe the advantages and the disadvantages of tsing managenient by objectives in
comiunity colleges,

wn

To advocate mansgement by objectives, not simply as a management device, but imore
importantly as 4 comprehensive technigue Tor improving the quatity of edocution that
” students receive. ‘

The book is organized as follows:

. CHAPTER 1 - The Discipline of Management and the Community College Cuntest

Chapter 1 reviews some of the major problems confronting community college management
and sets forth two proposed prerequisites Tor more eftective community college management,
The evolution of management theory is reviewed and new nmanagement technigques are discussed.
The chapter also presents a research description of the community college context in which the
management provess oceurs, and discusses the importance of developing a management plan to
mect the unigue needs ot that context. :

CHAPTER 11 -- Managenent by Objectives - A Theoretical Framework

Chapter TI sets forth o delinition of management by objectives and discusses the basic
underlying theory of management by objoctives. A step-by-step outline of the management by
objectives proeess is a major part-of the chupter, The chapter also discusses the advantages of
manggement by objectives to community colleges as institutions, and the advantages of

6nmnagenwnt by objectives for constituencies with which community colleges are invohfd.
including the public, trustees, faculty, administrntors, and students. A discussion of problems and
dapgers for readers to consider in implenenting the management by objectives process is the
focus of the final section of Chapter 11,

CIIAkPTER 11 — The Measutable Institutional Objectives Approach at Mt, San Jacinto College

Chapter 11 describes how a small rural community college has implemented its own unique

apnm;n':lh to management by objectives. The chapter discusses the development of the college
LS

1]
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cducational program including the planning, organization, implementation. ad evaluation of
management by objectives, Informtion is atlso prosented on the issues ol dealing with
ilgm-::tsurublc institutional vhjectives, the prablems of constraints wnd constraint reduction, amd
the educational gudit as an effective accountability technique,

Chapter IV - The Participative Managenient by Objectives Approach at the Coat Community

College District

This chapter discusses the Tunctions of munagenient in a4 humanistic contest, including

participative  planning, partivipative programming, participative budgeting, and participative

“evatuation, Alternative approaches 1o vonducting needs assessiient are disvissed, and the process

involved in implementing this hremanistic approach to management by objectivgs at the Coust
Community College istrict is presented,
CHAPTER V — Managemeat by Objectives and Fiscal Planning .
In this chapter, various aspects of management by ohjectives are related to tiseal phinning, A
variution on the normat cost-benelit analysis is sugeested for purposes ol explicitly treating the
gualitative s well as the quantitative objectives of the college. This wnaly tival framewark relies
on well-developed objectives for constructing preference orderings of alternative programs and
TUSOUTLY MRS, Objuc;i\'cs 'dml'mg with weeess and quality are compared din‘yi\_\‘ 1o cosly of
alternative college programs. A- busis Tor compreliensive institutional planniag is deveioped in
which academic and fiscab planning and  programming gre conducted simultunvousdy and
community college managers wre provided with exphicit infornkition upon which to bhase
decisions. ’

[N

CHAPTER VI - Summary

The summary chapter discusses the ingjor issues raised throughout the book and concludes
with the advocacy of munagement by objectives ws an alleriative to current managemen
practives, and more importantly as an effective educational technique rather than merely @
provess to be superimposed on the educational program.

Q ]
ERIC . | |
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CHAPTER |

THE DISCIPLINE OF MANAGEMENT AND THE CONTEXT OF EDUCATION

= AC1972 Harris Poll assessing public conlidence in American education found that onty
33 per cont of the American public has @ great desl of confidence in American
education

- In California, voters approved only one of five school bond elections in g twelve-month
period during 197172 and voters approved only about half of 190 school operating
tax elections during the same period

A Gallup Poll in 1970 revealed that 80 per cent of the people want some better form
of accountabitity For the 20 cents of every tax dollur which is being spent on education
In New York State, a bill has been introduced to create the 2State Office of Fducation
Performance Review™ to oversee spending in the State Education Department

Increasingly, in both the general news media and the speciatized publicions of the
educational world, the optimism and support which helped provide the tremendous growth and
developiment of educationat institutions in the 1960% is being replaced with a growing clamor ol
doubt, cynicism, and somctimes outright hostility. Clearly, the 1970's are the cra of

accountability, elficiency and emphasis on results for the doliars spent on education.

New social needs such as enmvironmental pollution control and urbun renewal, a declining
rate of growth in college attendance, g prowing taxpayer resistance to providing additional dollar
resources, and student expressions of dissatistaction with the results of their college expericnee
have all combined to change the public support for education as a top priority. As the report of
the assembly of the American Associdion of Cemmunity an” Junior Colleges recently stuted:
“The time has passed when education has viewed as a magic panacea tor problems (Chronicle of
Higher Education, December 11, 1972, P 4"

The community colleges, because they are most ¢learly the “people’s colleges,™ must take
steps to mect the challenges of scaree resources, public demands for dollar cost effectiveness, and
student demands for more eftective educational results. One technique currently being suggested

by a number of authors (Lahti 1971, Johnson and Grafsky 1973, Hitt 1973y to help mect some
of the problems presented by the public and student demands Tor more etfective accountability
and cosults for dollars invested in community col]cgw.: education is the management by objectives
approach to community cotlege management. An increasing number of management theorists
view management by objectives as a systematic and comprehensive managenwent technique which

,l]: TC«rc the performance and assessment of the major Functions of management - platining,

O
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organizing, communicating, motivating, ind evaluating.

The community vcollege educationtd world is currently involved in a major Jebate over
manageinent by objectives. To some, manugement by objectives provides the promise of a
management fechbigee and o planning tool that will alow for measurement of the relative
success of educutional programs. To others, managemuent by objectives raises feats of an emphasis
on the trivisl, of 4 burcauerstic paper shulfling nightmare. or of systems analysts choking all of

the inteltectual vigor and scademic freedam from the colleges.

It is the purpose of this volume to review the process, progress, and problems of
managentent by objectives as i nidnagement techstique to help deal with the many problems that
confront contmunity college educators in the 1970%, Let us begin the discussion of management
by objectives with a review ot some ol the current problents of vducation which must be sobved it

colleges are to muintain an adegquate fevel of public and Tiseal support,

ht

Some Major Problems in dugation

“, ;
A review ol tl\\Ni.gcr.lmrc of education. und o review ol the themes of the niajor news media
sources oulside the C\‘L\IAL‘.i_l\i()nill workd uncovers i number of general problems which educators
Cmust sobve in the 1970%s. The attention that these prnhlc?ﬂs has received presents great challenges
L not only in solving the problens, but also'in convineing the legislztors, the public, and students
“that progress has been niade, I
A tinstscrious problem is the problemof student and public dissatisfaction with the results
-of ed ucnliunﬁ"fhb isa problem which confrontseducation at all levels, There are an estinited 25
million sludcnlé’in‘ f{)i\ vountry who are funictionatly illiterate; there isa 70 per cent dropout rate
in the povcrty-.xlrfckcn urban arcas; and one-third of the high school pradoates taking o
fifth-grade level Armed Forees qualitying exam tuil it (Nordh, 1971, Pg. 1. Nearly 2.5 million
students leave the formal edecation system in America cacly year without dd{'niuntc preparation
for a career. 1 1970-71. there were 830,000 elementary and secondary schoal dropouts: 750,000
._QCIiﬁ:ral curriculum high school graduates who did (10( attend college: and 880,000 high school
students who entered college in 1967 but did not complete the baccalaureate or an occupational
program ¢U.S. Office of Education, 1971, Py, | l'.\@lgi of these problenis have oceurred despite the
fact that more money than cverl an c\m:u-tcd 635 billion dolars, is being spent annuaily on

c¢ducation.

“A second serious probiem fucing cducation i contusion amd ambiguity over goals and
objectives. A recent publication of the Acateny tor Lducationad Development summarized the
problem by stating: “When business managers ook at higher edacation, their First impression is

(Sl —nfused objectives. Everyone is fanuhar with the wsual trio of purposes: instruction,

ot
Q
rE lCmd public service. Tlhe problem is that these broad goals gecrally ek operational

{0
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megning (1972, P 3).~ There frequently appears to be both confusion about the operational
measitres of broad goals and objectives, and some reluctance to have programs assessed in terms

of accomplistuments, costs, and cost/henelit relationshiip for the public dollar invested. The
X .

Adevelopment of clear institutional goals and objectives, and the translation of those gouls and

objectives into programs whicle are systentaticaily evaluated must become a nkjor imperative of
community college education in the 1970°, As O'Bunnion has written: “The commuanity junior
college may be beginning a jowrney loward toal imtitationad ivolvement in the evaluation of
student learning, By 1980, that journcy may have progressed to the point where adninistrators,

Sstudent service persornel, and Districtors wha are wifamiliar with the formation and evaluation

af objectives may be left belind (1972, Pg, 69)."

A third problem confronting educators is the frequent inability of colleges to articulate to
the public both the reasons Tor necds and the outeomes of increased investment in educational
programs. Highrer education lost much public favor in the negative publicity given to student
demonstrations, riots, and protests in the mid and fate 1960's, Today, many cotleges still have
not often mounted aggressive public information campaigns to articulate to the publie the
benefits and the positive aspects of the college experipnee. As Johnson has written: “The public
needs to be assured that the dollars tney provide dre bring effectively utilized and that o scrious
effort is being nmade to accomplish u_é';:"f'd-u/mn objectives in a more cost effective manner. In
order to continue 1o receive adegquiate financiay support, a means of demonstrating decowntability
is essential (1973, P D There is much comment among spokesmen for higher education about
needs and problems. For example, we hear that there is a necd tor more cireer ¢ducation, or
there s a need for more baccataurcate cducation in the arts and sciences, or a need for more
educational television, These kinds of statements are widely reported through the media, but
they are seldom accompanied by specitic useable informuation about the manner of determining
the existence of this particular need. the extent of the scope of the need, or the cost of mecting
the need. Unless community colleges can better articulate te the public the reasons belind the
needs, and the outcomes 1o be gained For additional dollars invested. it will be increasingly
ditficult to maintain financial support in the decades ahead.

A fourth major problem involves the forees of vested nterests in the educational
community itsell, The history and tradition of education and academic freedom make the very
teem management anathema to many laculty and stadents, Yot without some overriding
institutional purposes, without a colierent philosophy and i set of institutional goafs and
objectives, colleges van become Fragmented batttegrounds Tor various vested interests both within
and outside of the avademic community (Clirk, 1963 and Moony 19630, The end result i be a
situation where positive leadership and colwerent istitutionai purposes are impossible, The only
power for change may be negative power  the power of veto. As many students and I';u'ultyA
have poinfed out, the college experience must be more than the sum of its parts - not just «
11: TC of unrelated events, Some more erfective devices for claritying institutional purposes

,.K
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and for unitying cducational efturt must be found.

A fifth major problent involves the relative scardty of publiv funding. The sbove-mentioned
campus disturbances of the late 1960°, generally more conservalive attitudes toward the role of
the public sector, and-the emerging concern for problems such as envirommental preservation,
uiban renewal, or fux reform all make it refatively more difficelt for community colleges to
obtain public funding. In most states, local college support is accompanied by significunt
-state-fevel funding. The withdrawal of funding by one governmental level does not sutomatically
Cassure greater participation by the other level. Consequently, colleges find themselves e a
financial “squeeze” Jue to funding techniques and competition. Where college enrollment gl‘i’)\vlh“
“has declined, funding problems may appear which oceur in slow or zero growth situations, Costs?
per student anay grow disproportionately duc in part to aging resources and the inability to
capitalize on increasing cconomies of scale. Clearly, the 1970 will be a time of increased
conpetition for scarce resourees,

Thus, we appear to be at a cruciad point in educational history, Much of what has developed
_in educational management practice is the result of crises, wecident. and chance rather than
“¢areful planning. The problems of the 1970°s demand that more elfective management tools be
implemented to help clarify and unify purposes, to help plan and implement nceded changes, to
help evaluate the resuits of educational programs, and to more effectively utilize scarce resourcves.
In the fall of 1972, nearly 2,625,000 students were attending over 1,180 community colleges in
America. This is Tour tinws the number of community college students as in 1960, and nearly
double the number of colleges. According to the predictions of the Carnegic Commission for
Higher Education. the United States will need to establish between 230 and 280 more
community collepes if university branches and specialized two-year institutions do not develop
more comprehensive programs (1970, Peo 1), To justify this kind of cxparsion, conubunity
colleges must better articulute what it is they do, how they do it and what benefits result from
“their efforts. The process ol justification and accountability offers both opportunities and
problems, How community colleges deal with these opportunities and problems niay have
profound implications for the future quality of commuinity college education,

The opportunitics from creased accountabitity, for community colleges, include the

opportunily for improved relationships with the community through specification of objectives
~in more precise termis, the effective use of scarce educational resources, the climination of
_duplication and overlap where it exists, the possibility of planned innovation and evaluation of
innovition to sce which programs do, . indeed, make a difference, and the more effective
" evaluation of cducational outcomes as a basis for change. The discovery of new needs and the
-tetention and defense of existing programs will also be increasingly possible with increased
- accountability.

: o

E lC dangers of ‘the accountability movement can tesult from overzealous involvement of
A |2
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politicians and people from the community who become involved in emotional issties, fom an
cmphasis on the trivial and «quantitative as opposed to the qualitative, and irom the belief by
some that the practices and policies of management that have proved suecessful in the world of
business can casily and effectively be imposed on the context of education with the same results.

- While much effective nutagement theory and practice s developed i the business world, there

must be g recognition of the special character and context of the community college, und the
differcnees between business and education in gaals. values, authority relationships, and the
general cavironment in which the management process must occur, It is a pritary thesis of this
volume that effective munagement in community colleges is Tacilitated by knowledge about two
minimum  preérequisites: (1) an-understanding of the discipline of nanagenient, and (2} an
undersuanding of the comniunity college context in which the management process must oceut,
The remainder of this chapter will be devoted to the discussion of these prerequisites to effective
connnity college muanagement. The specific topic of management by objectives will be
discussed in Clapter (1,

The Discipline of Management

Anfiaportant prerequisite for effective community college managenient is a recognition that

“there s a discipline of management with a set ol skills and professional daties which can be

studicd and learned. An understanding of the discipline of management should entail the study of

“ the major functions of manmagement. the human dimensions of management, and the

modifications in management practice mmposed by ditfering contexts where the managenient

Wy

process ovcurs, For our purposes in this volume, muanagement is defined as the judicions use of -

means to accomplish an end. The munagement process includes the tasks of plarining, organizing,

. communicating. motivating, and evialuating. As basic as these tasks appear, the use of even the

term management may cause problems in an cducational community. There has often been a
reluctance by many in cducution to recognize -that a discipline of management exists, Yet,

- without a discipline of management, we are left, as Drucker writes: “Without the ability to nuke

sultd general statenments, and cannot, therefore, predict the owteomes of actions or decisions, aitd

can judge them only by hindsight und by their residts -- when it Is too late to do unﬂhi‘ng (1958,

Pg. 82)."

Too frequently, educators approach managerial positions with little or no preparation for
peripheral relationship to the work demands of his new task as a college président. Training and
preparation in the discipline of management, in addition to mastery of an academic specidlty,

would help better prepare more effective educationad imanagers.

While it is obvious to the historian that nearly every human endvavor involves some form of

-management, the manner in which management has been performed has really only been a topic

Q study in the twenticth century. The study of educational managentent is even tess well

“the task at hiand. The skills that @ man possesses as a scholarly historian may have only a

«E C, and much management theory in cducation has been the product of only the recent-

- 15



two decades From the caldy studies of Prederick Tay or to the modern mathematicians wlio see
management primarily as an exercise in fogical relationships, the study of management has been
an evolutivhary process,

The increased complexity of hunvan lite and the concomitant demand tor geeater tiattagerial
expertise has lead to the developmient of a number of theories of nanagement. Xoontz (1961),

Litelticld (1966). March and Simon {19538). Barnard (1958), and Dale €1953), have all been .

ndjor contributors to the development of management theory. In order to facititate an
understanding of the theory underlying nunagenient by objectives, it is important to review
briefly the evolution of the discipline of maniagement before dealing with the spedifics of

Cmanagement by objectives theory i Chapter 11, The Toltowing discussion of the evolution of
ntanagentett theory must be qualitied. The complexity of the munagentent theorics presented
cannot be adequately discussed in an introductory chapter. The reader is urged to pursue the
recommended referenees tor in-depth presentations of divergent viewpoints whicl are only
brivlly reviewed here, The authors also acknowledge the difficulty of presenting an overview of
management theory,-Not all readers will agree with the selection of theories presented, nor with

~the selection of highlights from those theories that are selected. This. perhaps. only cmphasizes
the confusion and ambiguity that has marked the evolution of management theory.

Management study should begin with an appreciation ol the carly work of men such as
Fayol, the niversatist, and Taylor, the empirticist, who sought to draw uscable management
principles from the study of the nianagement process and its component functions. The work of
these carly practitioners provided a foundation Tor the scicnee of munagement, incleding the case
study approach still in use today in graduate schools across the country, Untorlunately, many of
these carly studies attempted to develop univessat principles which tended to overlook
differences in the vontests in which the management prevess oveurs, and differences in the
numagerial requirements of varying levels of numagement within the same context. Other
criticisms of this carly wark (Koonte, 1961} lic in the tendeney o overlook the contributions to
management theory from other disciptines, and in the danger of relyving excessively on historical
performance as a puide to Future behavior.

A secomd major buitding block in management theory is the human behaviar school of
nanagement which focuses on the study of getting things done through people, The human
behaviar school places a heavy cmphasis on imterpersonal relationships and social science
rescarch, Much of the literature on maotivation in management is g restit of the work of haman
behavior school theorists, Within the human behavior school itself, there are great variations in
theory, The range of theory extends from those who see the human behavior school as a tool to
tielp the manager perforny a kirger job, to those who see the psychologicat behavior of individuals
as cncompassing the entire discipline of management. While the human behavior schoaofl is an

nnnurtanl part and contribution to management theory, it is not sulficient by itself to serve asa

) ]: lC rk for 4 total manugement process,
. i
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A 1hird approach 1o management theary is the sociil systoms school of management, closely
identificd with 1he work of Barnard (1938) March, and Simon (1938). This approsch o
management is heavily sociologicd) in both method and content. One of the chivt theoictica!

~tasks of this school of thought is to identify the nuture of the cultural selutionships of varidus

socil groups and attepupt 1o show these wsa related and integrated system. This sehool has made
numerous coptributions to management theory, including the recogznition of organization us a
social unit subjoct to all the pressures and contlicts of the environment, a Focus on swateness of
the institutiona} foundations of organizational authority, the nature and influence of infornnd
organization, and the influcnce of social faciors in the managenient process IKvontz, 161,

A final genvral approach to manageatent theory has been the work of the systems analy sts,
the cconomists, and the nthematicians, sometimes termed, the scientific sehool of management.
The emphasis in this theoretical orientation Is on concepts sucl as cconemic models, marginal
utility, communication networks, and mathematical models Tor decision making. Unfortunately,-
the jirgon, the complexity and cumbersomeness of many of thiese approaches 1o management has
causcd many managers 10 ignore these upprourhcs§ in many cases, theory devoid of practical
value, B

 wThe differing schools of management thought all tend 1o suffer from a common weakauss,

White ggch school deals with special aspects of manugament, such as human relations, o1 officient

organization, no individual school presents a satisfactory total frinnework and methodology. for
the management process, In essence, the parts do not always add up to a coherent whole in a
singl¢ school of management.

Given the pressing demands of the public for accountability and cost elTectivepess on one
side, and the equally great demands from many students and faculty for more relesant education
on the other side, new theories of educational mansgement must take into aecount both the
humanness and desire for participation by fucully and students, wd the equally  vital
accountability demands of the general public and legislative bodies, To reconcile the participative
movement in decision making, which developed in the 1960% with the accountability movemeint
of the 1970%, will be one of the great challenges to community college management in the next
few ycears. This reconcitiation will not be an casy task. As a recent report stated: “The history of
education, the nature of the authority system, and the special cgntcxt of cducation may make
school systems idcally resistant to change (Opcral%}l’.!hl’., 1968).”" "

>

+

" Education Management vs. Business Management — The Importance of the Context

Even if the discipline of management is mastered, an important part of the effectiveness of
management js_an appreciation of the context in which the management process must oceur.
"n"ti 11960} defined a context as: “Formed by the function or purposes. the purticipants. the

] E lC the structure, i.c., the pares (schools, colleges, and departments), and the external

.
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groups that ereate. influence, or support the institution,” Dittering Kinds of contexts will require
madilications of the nunagentent process. The vontext of education is vastly different from the
world of business where much theory and  managenient practice developed. The special
churracteristivs ol the community collepe olten make the manner iiv which @ community college
president achicves objectives much dilterent From the way in which an executive in business or
governient might procecd.

The cl‘ll'cctivf»‘_ eduvation manager should  understand  the  disvipline und  theory of
manggement aimd should study  the Business world for important insights into eftective
nranagement pruc!icc;. However. the application of munugement theory to the world of
cducation must take cognizance of the speciat context of education, an more specifically. the
spegiat vontext of the community coltege, Business management practices cannot be imposed on
an academic conununity, The products of the two contexts are difterent, The product of the
business context is tangible and can usually be stated in specific terms of return on investiment
and valued by price Tor witich it sclts on the nurket, The product of the educational context is
less Langible and mere diverse, that is. there are multisproducts to be achieved. In the business
world there is great control over the production provess - over raw materials, input, quality
‘control am! uniformity of final product. In education, the raw materials, the students, come to
the institution with great diversity in background, ability, and readiness for cotlege (Trent and
Medsker 1967, (McConnell und Heist 1962). The trudiljon of acudemie freedom and the nature
of vducation make fuculty less subject to control than their production level counterparts in the
business world, and the special interests, background, and truihing of a diverse faculty make
tmiform control impossible (even if it were desirable - which it most emphatically is not) in un
academiv community. Clearly, @ large part of the life of an academic community lies in the
divensity of viewpoints and approaches and in the intellectual tension gencrated  through
diversity,

The mature of authority also dilters - with the business organization generally governed by

a burcauvratic hivrarchy. and the educational organization geared more towurd a vombination of
the collegial und burcaucratic-participative kinds of authority. Finally, the most importantly, the
two kinds of social institutions cxist for different purposes. As a recent report stated: “Businvss
exists to provide primurily the material benefits desired by society, the goods and services
necessary and useful to citizens in order to meet their needs and pleasures in shelter, food,
clothing, recreation, and other items. Business operates in a marke? place, amd must obtain
revenues in exeess of costs in order to survive. Higher education exists to prov'idc primarily the
~inteltectual and cultural benefits desired by society, the heritage of knowtedge, values, and
Ccreative artistic expression conserved from the past and proj‘("(‘lcd into the tuture. Higher
cducation operates in the context of social expectations, with incomie provided both by
“individual consumers and by the social instruments of philanthropy and government, Because the
- goals of the two institutions are different, because the objectives are different. and because the

f Q s different, the methods of management must Jlso reflect these differences (Academy
T MC jonal Development, 1972, P, §).

Aruitoxt provided by Eic:
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The Community College Context

An understanding of the specific community college context is a second prerequisite for
effective community college management, for it is the special nature of this context which forces
modification of business management theory, Community colleges are a uniquely American
invention. The community totleges differ nat only from the world of business, but atso from
other educationat institutions engaged in higher education. The following research description of
community colleges in America is intended as general orientation material about the community
college context: The effective educational manager must be sensitive to this unigue context — to
the history, the objectives, the values and the special needs, interests, and atilities of all who
must function together in the community college. As Corson writes: “Administrative practice
and procedure niust be desigited in full recognition of the context. Administrative absurdity

cdncreases directly with the square of the distunce between context and process.”

Any discussion of the community college context must begin with a brief overview of the

" historical and philosophical basis of the community junior college movement in America.
" Thornton (19€0) describes the community college evolution in three major stages. Between 1850
and 1920 the idea and the actual implementation of the éommun':ty college developed. While
.~ there is disagreement over where and when the first junior college began, {private junior colleges
~are reported as early as 1852), at the beginning of the twentieth century there were no public
~ two-ycar junior colléges in existence. Yot. the idea behind the junior college had been under
discussion by men such as Henry Tappan, Witliam Rainey Harper, and David Star Jordan. [t was
" William Rainey Harper who divided the University of Chicago into junior and senior colleges in
- the late 1890's, and Harper is also credited with playing a leading role in the establishnient of the
" first public junior colleges in 1llinois. A sccond stage in the historical development of the
community college is what O’Bannion has termed the rise of “terminal” cducation which
occurred between World War 1 and World War 1L While it was university leaders who provided the
, :inllial impetus for the idea of the junior college, it was a group of sccondary educators, such as
Koos and Eells and Campbell, who took the leadership in the 1920's und 1930's, in refining the
» junior college idea (O'Bannion, 1972, Pg. 5). While carly proponents of the junior college idea
'. saw transfor education as the primary purpose, these new Jeaders accepted the important role of
' terminal education — the proper preparation for the junior college student cmerging into the
world of work and the role of the citizen. Terminal education began to take on a dual role — on
the one hand vocational preparation of studenis for semiprofessional positions, and on the other -
hand terminal cducation for citizens to obtuin the training to help make a better class of
:‘ Citizenry in America, By 1921, there were 70 public and 137 private junior colleges in America;
.i' and b'y‘ 1940, public junior colleges increased In number to 258; and private junior volleges
+. numbered 317 (although private colleges enrolled less tlxin 1/3 of the students) (Eclls. 1940).

b After 1940, there were two major thrusts in community college development. Thornton®
¥ . . . , .

5 (]: TC~'|1tlﬁes one as the development of adult education and community service programs

b B
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which developed during war time and continued o become major cummunity college functions,
while-O Bannion (1972) identifies the other major theust as the suruh Jdor general education
which took place between the end of World War 1 and the sputnik era. General edueation
beestme @ main theme of this vra prim‘.‘rr";ly because of the famaous Hlarvard report, aid because o
major effort toward detining and developing a general education was sponsored by the Caracegie
Foundation For the advancement of teachifig. A continued theme between 1945 and the sputnik
eat was prowth. By 1985, nearly 700,000 Students attended $81 public and private two-year
collezes Ulillway, 1958), and by 1957, over 400,000 students were enrolled in special or adult
clisses, A finad stage of developatrent identificd by O'Bannion (1972 is the commitawnt to
compreheasiveness which is the |1ril1{ilr)’ theme of e community college today. The close
community relationship part ot community ol s hud been @ theme Tor decades, but after
1960. more and more community junior coltege 1@8lers began to cinphusize a varicty of programs
to mect all sorts o needs inclading vovational cducation, general vducatiom, adult c(lusution.
_remedial education, carcer education, community servive progriams, and ghiidance Tor cotumunity
eollege students, White many of these tunctions had been ongoing sincd the arly days of the
commtnity college, they were never before so consistently and lllorougtuy(mcsmd into a'single
convept as with the development of the gompnlu.nsl\x community volkeye. fn summ]n;‘ up the
development of the comhmnity college coneept. Mudsker (1960) has dumb&d the l‘onnm:mty
college as u result of the sociat und economic forees which created it nhwm the following: (1)
a bebet that educational opportunity hw)o)u.l the high school must be equalized: (2) a beed 1o
“develop the talents ol ou, sludcnts us resourees: (3) the need to help prnmle social mobility ; (4)
the need for un opportunity LO”L‘[-\ which is low cosl, casy admission, with the predominance of
. sitlxlcnts probably 1rom the working class: and (3) the need tor adult sdugation.
*

The product of the historical development of the community coliege is g uniqueely Ametican
cducational institution. [ts major characteristics include its democracy - through its low cost.
accessibility, and minimal admissions standards; its comprehensiveness in the range ol programs
offered and the varicty of services performed: its high regard for the student through its emphasis
on quality teaching as the primary Tunction: aml its unique community position us a local

- institution serving the local commlwit'y.

In characterizing community junior colleges n%klimmily. in 1972, ovetd 600,00Q students

were attending community junior colleges in the United States, Two halim? !Q)’t e comm.uniiy

eollege have been growth and diversity, Community junior colleges increased in numlnr froin a

few scattered colleges in 1900 to 258 in 1940. By 1955, there were 581 ﬁublu and private
two-year colleges, and today there are over £,100 uommumly colteges in Ameri

Thus. a number of guthors writing about the duclopnunl of the commumtyjumor college
~tend to agree on the development o?ns historical stages, the rise of its philosophy, its purposes,

aied "L{“"clmns. An understandu " his background contekt is an'important prerequisite for
,nE lC‘cffcctivcncss in the community junior college setling.

: o
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College Constituencics

A second necessury area of wnderstynding in addition to the historicat i philosophical
devefopment of the community junior college is the appreciation of the ditfering college
constituencivs and tiw characteristics of those swithin the constituencies. OF course, cadls volloge is
unique. Our purpose here is to present a brief rescarch overview to give the reader a leel for some

general research findings about communmity college students and stull, 1Uis tor and through these

“comstituencies that the managearent process will suceeed or Tuils An understanding of the opes,

needs, abilitics, and ideas of constituencivs on the local caspus most be a top priority tor the
vffective educationat manager.

Students in community colleges have been the subject af a number of studies, Medsker
(1960). Cross (1968), Trent and Medsker (1967), and Medsker and Tillery (1971) General
findings tend to be stated as follows: in terms of socioccanomic Mackground, studics tind that
while there is great diversity among students in community colleges. and while there is much

overlap with senior institutions. larger pereentages of students in community colleges come from

family backgrounds of lower educational «nd sociocconomic status. In terms of skill levels on
tests of academic aptitude wnd ability, researchers gencrally agree thut conmmumity collepe
students compared to their counterparts in four-year cotleges and universitics scors lower on

©oeurrent measures of academic ability. However, o number of rescarchers suggest caution

Aruitoxt provided by Eic:

interpreting the scores, On all variables, there is great overlap in student characteristics between
tworyear and four-year institutions, also, as Cross writed: “Present tests are on the whole ¢flcctive
measires of success in the traditional curriculun and it comes as no sarprise tat the stedont
oriented toward traditional education scores higher em the tests oricnted i the same direction.
Very dittle is known about the miatter of special abilities and aptitides of the junior college
student new to the ranks of higher education (Cross, 1968)."" Again, as with sociacconamic level,
the uverage score tends Lo conceal g wide range of abilitivs and significant overlap with the senior
institutions,

In terms of personality characteristics, in general. junior college students tead to be more
conventional, less independent, less attracted to reflective thought, and hess tolerant than their

“peers in four-year institutions. However, a major qualifier to this analysis is pointed out by

BN )
O’Bannion (1972) when he writes fliat these data are based mostly upon data tor regular

(éa-y—timc students, thus, neglecting the considerable student population over 22 years ol ages wiil,
.kvjic‘rhups, enrolled in either a purt—timL- basis or,in adult programs, Findings from Project Scope
{1969) supgest that many junior college youths are unsitre of abilitics, Comyhared to students in
= fOur-ycar collcges, community college students bave only modest success in high school. less tiun
Katisfying guidance experiences and continuing doubts about their ability fo do college work.

. Junior college students also tend to have lower edycational ad occupational aspirations

QO ntgin four-year colleges, and they report cagerness for guidance and counseling help.

IE Mcka-f goals, junior college students are likely to be attracted to the college for practical

\q
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reasons such as closeness to home, low cost and job training. As Cross (1968, Pg. 50) writes:
“They do not scck an intellectual wtmosphere nor do they find it."

A variety of factors relate 1o possible differences in motivation between students in two-
and four-year colleges. Studies by Astin (1967) show that junior college freshmen are loss
confident than four-year college and ‘univcrsi:y freshimen on academie, keadership, mathematical,
and writing ability traits as well as on drive to achieve and intellectual seif-confidence,

Thus, while there is great diversity in student background and ability, a large number of
community college students need speciat help, Many of them are ofder students with family
~ obligaticns, a large pereentage of them need special or remedial help with their education, and
special counseling to meet the challenges of the coliege experichee or the open door becomes
merely another door 10 failure in our education hetwork.

Faculty in communily colleges have also been described in a number of studies. Medsker

and Tillery (1971), in a representative study of 57 community colleges throughout the counh“;‘r‘f“’-“

reported that their findings tended to confirm findings from a number of previous studics. The
findings included;

— In-terms of age, the vast majority of faculty are in the 31 to 50 year-old range, with
less than 18 per cent under 30 and only 23 per cent over 50.

— Approximately 78 per cent of the sample held masters degrees, 9 per cent held
doctorates, 10 per ¢cent held ban.lu!orsduyccs and 3 per cent had less education than
a bachelor’s degree.

—  Faculty came to the community college front a number of backgrounds. About 33 per
cent of the faculty surveyed came from the public high school system, about 22 per
cent canme from graduate school, about 10 per cont came from business or industry,
and about |1 per cent came from Tour-year institutions.

A nuimber of research studies, Medsker (1960), Leslic (1971), Bushnell (1973) tend to
confirm the observation that a significant number of faculty members identify more closely with

[}

the faculties of four-year institutions than they do with their own faculty. Faculty goa) ™

ambivalence can be a significant barrier to the fulfillment of the goals of the community@Rollege.

~Areas of faculty goal ambivalence concern include the educational standards, the open-door

concept, aind the community college philosophy of comprehensiveness in education. Other major
community college faculty concerns include the issues of collective bargaining, staff development
— both pre-service and in-service ~ changes in tenure procedures, and the implications of the
" “accountability movement” for the cvaluation of teaching and educational effectiveness.
o Q , faculty needs, interests and problcms will play a significant role in moulding the

. [MC al context in which the management proccsa must occur. An understantding of thosz
R
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needs, interests und probiems §s an important part of the nimagement process,

In rescarching trustee ¢characteristios, the authors (ound that governing boards of colleges
and universities derive their authority from (he Taw, and legally, the full and finat contrel for an
institution tics with the board. As Hartoett writes: “Given these drcamstances, it is remarkable
et so tittle is known about swho trustees are, what they do in their rofes as trastees, and how
they feel about current isstes in American higher edueation (1969).

Aside from some regional studics, the copiricat rescarch on trustees is quite limited. Studices
by Beck (1970), Perkins (1966), Rauth (1970) and Hartnett ( 1969) appear ta canstitute much of
the empirical litcrature on trustees. Unlike the student segment, the community college trostee is
more homogencous in “terms of gencral descriptions. although this stercatype is changing.
Hartnett (1969) found that, in genceral, community college trustees could be described as

- follows?®:

ERIC

: on survey returns of 67 two-year public colleges and 45 private two-ycar colleges,

v w v I v &

- 8S per cent of the public two-year college trustees were male, 14 per cent were female,
~ 12 per cent of the public two-year college trustees were 39 or under. 62 per cent were
between 40 and 59, and 26 per cent were 60 or over,

—~ 95 per cent of the trustees were caucasian, 2 per cent were negro. In terms ol
cducation, 7 per cent of the sample had a high school degree or kess education 1l a
high school degree, 59 per cont had at feast some college, including 26 per cent with a
bachelor’s degree and 10 per cont with some graduate school, and 3t per cent had
cither a master’s degree, a three-year professional degree, or a doctorate,

—  The sample was fargely protestant (77 per cent) and high income (70 per cont of the
sanmple reported incomes over $15,000 per year),

-~ A substantial portion of the sample were new trustees - 46 per cent reported less than
three years membership an the board,

~ In terms of attitudes abaut cducation. 68 per cent of the sample viewed education as a
privilege rather than a right, 61 per cent agreed or strongly agreed with the statement
that there should be no collective bargaining with faculty, 65 per cent supported the
right of faculty to cxpress opinions about any issue in any of the various channels of -
college communication without fear of reprisal, and 16 per cent felt that all speakers
should be subject to some official screening process. Eighty-six por ocnt of the sample
feit that students who actively disrupt the functioning of the college by demonstrating,
should be expelled or suspended, and 61 per cent agreed that the institution should be
actively involved in solving social problems. “In terms of relationship with the
sresident, only 9 por cent agreed that the role of the president should be as a mediator

0




rather than a leader, Trastees regard the most iniportant characteristics in the choice of
a president as previows administrative expericnee (96 poer cent), polished style (S8 per
centd, amd faculty expericnec (S 7 per cemt)”

In tenns of familiarity with the literature of higher education, between SU and 60 per
cent of the sampie reported never hearing of a list of 15 major books about higher
education, and very few trustees (3 - 12 per cent) reported reading any journals on a
list of V1 leading periodicals. (The nicjor exeeption was the junior college journal -
read by 56 per centof the trustees in the sample.)

Fo summarize, there is a need for periodic studies of background, preparation, needs, and
interests of community cotlege trustees. The authors suspect that significant changes have already
occurred in many characteristics ot community college trustees sinee the Hartnett study (1969).
Additional research about perceived needs of trustees would be especially helpful for purposes pf

improving orientation, information, and managerial expertise of community college
Again, as with all general research deseriptions. the data show great diversity and ar
in helping orient the reader about a general context of the community college. A knowtedge of
Ahe philosophy. vatues, abititics, attitudes, needs, and interests of those individuals who must
function together in the community vollege educational provess is imperative if the educational
manager is to be eftective in performing his tasks.

Leadership

The question of educational and manageriat feadership has long been a topiv of debate
(Cohen and Roueche, 1969), (Kerr, 1963). The how and why of educational leadership will vary
with the unique context of cach institution. The necessity of educational leadership was well
stated by Colien and Roucche (1969, Pg. 12) who wrate: "“The junior college has been charged
with tnigue tasks — e.g., designing instructional forms suitable to @ wide range of students, and
being responsible for the entire community’s educational needs. It is supposcd to be a teaching
institution: accordingly, it cannot function well by perpetuating forms developed by and for
kr_rpvs of schools in which student learning is a consideration secondary to rescarch or to

Cwholesale socialization, The fildfillinent of a unique mission demands unique forms, Leaders, not
administrators, can create thens ™

“Ameng nwjor issues acidg administrators in community colleges ire the problems presented
by the demands for changes from authoritarian governance to more démocritic governanee
procedures: the difticultics of trying to nwintain educational standards, provide an open door to

- alt students, and be responsive to community needs: the challenges presented by the previousty
~mentioned issues of collective bargaining, tenure, stalf development and the accountability
n Q the problcms of trying to educate a group of college students. many of whom are

'LEMCm traditional in their abilities, needs, interests. and values: and the ever-present
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problems of adequate finance.

¥

Thus, the community college has its own unigue context dilterent from th: business world
and different from the four-year colleges. The context is u product of the history, the objectives,
the values, the staft and student characteristics, and the community in which the college sesides,
Individual community colleges also differ enormously in context - from the urban college to the
tural college, trom the highly transfor oriented to the highly vocutionally oricnted. A context
consists of more than resvarch characterizations of those who are physicatly present on the
campus. The college exists in a community which has a special environment, including vnigue
problems and issues which differ from college to college. An important part of any management
preparation should be the study of the special context of the college, for it is in the combination
of understunding the management options available, and the application of those options to meet
the specific context of a unique community college that the art of cffective management is
found.

Sunimary

A number of problems have led to the Haccountability movement' in ¢ducation, The forces

ol the movement for increased participation in governance by [aculty and students which

occurred in the late 1960's, coupled with the demands by state legislatures and the public for
more accountability in the 1970, present serious challenges to community college management, '
Two prerequisites for more effective community college management are un understanding that
there is discipline of management with a set of skills and standards,and an understanding of the
special context of the community college where the management process must occur, These
prerequisites were discussed in this chapter to help set the stage for the presentation of a general

- theory of management by objectives which will be discussed in Chapter 11,

Ao povisea vy enic . -
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CHAPTER I

A THEORETICAL FRAMEWORK FOR MANAGEMENT BY OBJECTIVES

Chapter | reviewed a number of current problems ol education in America today. In
reviewlng those problems, it is apparent that community colleges especiully are faced with a
double. dilemma: community colleges must develop more effective management tools for better
educational accountability and, yet, the management tools must take into account the unigue
participatory context of education where authority, objectives and values differ from the
business world. As indicated in Chapter I, it would be a mistake to lry to superimpose strict
business management practices on the community college context. Yet, much effective
management theory is a product of the business world, and it is increasingly apparent that more
effective models of management and more effective educational programs are clear priorities of
both the general public and legisiatures which-are allocaiing dollars for education.

Management by objectives is one management modet currently bemg proposed as an answer
to some of the munagemgnt and a;countablhty problems facing commumly colleges. It is the
primary purpose of Chapter H to present a general theory of management by objectives.
Beginning with the dJefinition of management by objectives and a basic working vocabulary to
assist readers through the semantic woods which often overwhelms management theory, Ch;‘iptcr'
I1 will then discuss a general theoretical outline of management by objectives and the major steps
in the implementation of this particular approach to community college management, A
discussion of the major advantages of management by objectives for both institutions and
constituencies and a discussion of some of the disadvantazes and dangers of the management by
objectives approach will also be presented in this chapter to help set the stage for an in-depth
discussion of needs assessment, varying approaches to institutional management by objectives
programs, and budget and fiscal planning which will follow in subsequent chapters.

Management by Objectives — Fad or Fundamental Change? A review of the history of

‘education in the twentieth century reveals a number of differing fads, movements, and

innovations. Some of these movements have had great impact on educational theory and practice,

-.while others temporarily caused a stir, perhaps disrupted, and then quietly died away, making

little or no impact. The combination of the participatory forces of the 1960s and the
accountability movement of the 1970’ has produced major educational management problems,
Many differing solutions for these management problems are being proposed, and serious

_questions arise about which proposals will become fads and which will lead to fundamental

charige. Throughout history, even the use of the term '‘management’ has presented problems in
the world of education. As discussed in Chapter 1, the study of educational management is a very
new discipline. Despite resistance, management has to be a function at all tevels. If we accept the
commonly identified functions of management as including plannmg, organizing, communicating,

| EMC

. 16

2



1?7

motivating and evaluating, it i apparent that all segments involved in community college
educution must perform these functions, 1t is debatable, at present, whether or not all of these
functions are currently being performed on o s;stcmatic and regular basis, Certainly, the
management roles and requirements of trustees and administrators are apparent -often prescribed
in law. Faculty also have management roles - both institutionwide and in their courses, They
must plan their courses, must organize and coordinate ¢ducational prograns, must be ellective in
communicating with and motivating stedents, and must both evaluate students and be evaluated
for their own effectiveness in their educational mission,

It is imperative that the fundamental functions of manusgement be systematically built into,.

community college management practices and not left to chanee or accident. Howewver,
‘community college management must also take into account the special context where
community college education takes place. The justification for presenting the managentent by
objectives theory. as applied to community college education is only secondarily a justitication
based on efticiency and managerial competence. The primary justification of management by

k objectives in community college education is, as will be discussed, an cducationa! justification ~
S.in its contribution to educutional programming, in its vontribution to educutional planning,
.- coordination, and evaluation, and in its contribution to student learning. It is important to stress

this pdint at the outset of this. chapter because there is mucls confusion and hostility to

_management by objectives.

A number of very strong pro and c¢on positions on management by ohjectives are emerging

in the literature and in presentations at national conferences around the country, Unfortunately,
“much of the debate over management by objectives involves emotions or gencralitics, often with
little precise information on just what management by objectives can or cannot do, Theretore,
before discussing the theory and the process of implementation of management by objectives, it
is important to clarify a number of terms and definitions. Terms and definitions ure usually
reserved for an appropriate appendix. They arc included in this chapter because it is crucisl for
the reader to be able to understand precisely what the terms mean in management by objectives
theory. If this volume is to have utility for the reader, a clear and precisé understanding ol terms
is imperative. Difficult - questions will be asked of proponents of management by objectives,
Without an understanding of the precise terms involved, discussions can often degenzrate very
quickly into confusion and emctional pro and con argument over language. The imponuncc‘of‘
understanding terms and language was, perhaps, best stated by Luvoisier, a (.'hemiyslry professor

' writing in 1789: “As ideas are prescrved and communicated by wicans of words, it necessarily.
Jollows that we cannot improve the language of wny scicnce without, at the same tine, fmproving

' the science itself: neither can we, on the other hiand, nprove u scicnce without baproving the
”Idnguage or nomenclature which belongs to it. Hosvever certain the fucts of any sciciee  may be,
7] Q er just the idcas we may have formed 0f these facts, we can only connnunicate false

: iJE K s to others while we want words by which these may be properly expressed {Simon,
- .
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1966, Pg. 235.%" 1n this spirit, we begin our discussion of management by objectives with a review
of the major terms Involved in management by objectives theory,

I. Managenient by Objectives -- Management by objectives is best defined operationally, {t
is a4 process which pravidus both the framework and a methodology for systematically pérforming
the basic functions of managemient - planning, organlzing, communicating, motivating and

evaluating, Management by objectives, in an educational setting, begins with the assessment of

the needs for education in the community, Based on needs, a philosophy or mission statement is

developed, an inventory of resources is conducted, and a plan for implementation of a

management program is drawn up. Clearly stated institutional objectives are then developed. For

cach institutiona! objective, sets of program objectives are then developed which include course

objecltives and support functions. Provision is made for periodic review throughout the year, and
~:for systematic evaluation of the extent of achievement of objeclivc; at the ¢nd of the year. A
- “ainl puart of the management by objectives process involves feedback to the individuals and
_program niunugcrs involved in the achicvement of objectives, and systematic revision,
readjustment and reassesstaent of needs on a yearly basis,

perceptions solicited from u number of differing sources, including community representatives,
staft and students. The needs assessment measures the degree of satisfaction with presently
existing programs and provides opportunity to express desires for changes, modifications or new
grogaams, Includad in the needs assessment is an ¢valuation of facilities, programs, special
“serviees, materials, community needs, staff needs, student needs and other significant educational
program needs.

3. Mission Statemient - This is a composite statement of the beliefs about the basic college
purposes based updn those aspects of fearning wlich the college should consider as opposed to
arcas of convern of other institutions such as the church or the family, and which specifically
- states the cducational mission of the college.

4. Qbjective — An sbjoctive is an aimed-tor future accomplishment that predicts the benefits
that will result trom planned activities. and which, if attained, advances the system toward the
accepted ¢ducational mission, Objectives fall into two primary categories:

a.  Measurable — A measurable objective is a statement describing in specifically
nmeasurable terms what outcomes are expected to be achicved as aresult of a parlic,u]arv
educational program or task. Measurable objectives cuit.be verified within a given time
perfod under specifiable conditions.

O

. EMC Currcutly Unmeasurable - A currently unmeasurable objective is an aimed-for future
2 .




19

which @ number of steps progressing toward the objective can be listed.

$. Constraints ~ Constraints are of (wo kinds:

1
a. lrreducible Constraints -- Those obstacles to college activities which are judged to be

beyond the control of immediately responsible educators and which are not
controllable by anyone in the college district within the time span of the program
being cvaluated,

b Reducible Constraints — Those obstacles to the college activities which are judged to

“be within the control of the immediately responsible educators and which can be
reduced or eliminated within the time span of the evaluation period.

6. Accountability ~ Accountability is the ability 1o demonstrate both the ¢fficient use of
resources and the educational effectiveness of meeting agreed-upon institutional objectives when
using (1) verified objectives, (2) when serving well-identificd students, and (3) when taking into
account constraints relative to the school, community and individual setting of the institution,

7. Institutional Objectives — Institutional objectives are broad college outcomes which are

, described in measurable of currently unmeasurable terms and which involve the contributions of
“a number of programs through the achicvement of a number of related objectives.

8 A TProgram - A program is a series of intcrdependeat, closely related services and
activities which contribute to a common institutional objective.

9. Program Objectives — Program objectives are broad, long-term predicted outconmes of a

4s1‘alé of improved competency for- the constituents of a given program. Program objectives are
usually stated in terms of a significant number of students with time and cost constraints and’
- resource inputs indicated. )

10. Qmobjécli\'es ~ Course objectives are statements of aimed-for accomplishments and
educational experiences that the student will be provided as part of an educational course. Course
“objectives ate pf:muing tools and guides, as opposed 10 behavioral abjectives which imply a more
“uniform response or action by students.

As indicated at the beginning of the chapter, an understanding of the above defined terms is
: crucial before discussing management by objectives theory. Much of the confusion and
‘ Elillcon about management by objectives is often over lack of understanding about the

, 5
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process or the language, not the substance of basic munagement by objectives programs, Let us
move now from a discussion ol definitions to a discussion of the general underlying theory of
management by objectives.

Minagement by Objectives — A Theoretical Framework ~ The basic thcory of management
by objectives, like all management theory, is the product of an evolutionary process. In
de_vcloping the presentation which follows, credit and acknowledgement should be given to the
works of Drucker (1958). Lahti 11971), Hitt (1973), Churchman (1968) and Johnson and
Grafsky {1973). Manageracnt by objectives is really a sequence of logical steps, a framework

- which allows for differences in educational context, with each step growing out of the preceding

_management by objectives and comm)

“one and building for its success. While there is not complete agreenment on the steps and

framework of management by objectives, the authors submit that the foliowing step-by-step
process covers the major tasks involved in implementing a management by objectives program:

1. Developing the ldea of Management by Objectives -- Information and Orientation —

Regardless of where the initial impetus comes {rony, the commit ment of trustees, administrators,
and facuity leaders must be sccured if the management by objectives program ivs to even get off
the ground. The very first step in mggagement by objectives must be to develop the idea of

gicale it to the top lovel decision makers on the campus,
Through the use of literature. consultants and educators from institutions already using
manzgement by objectives programs, an adgguate orientation program can be provided for
top-level leaders on the community college campus. In reviewing and developing the idea of
managemeni by objectives, presenters should disucss both the advuntages and the disadvantages
of the management by objectives program and should present a realistic and balanced perspective

. Including some of the problems and dangers as well as the benefits.

Before embarking on management by objectives, educators must know the cost and the time
commitment involved and should not raise false hopes for an easy panacea for very complex
problems. Care must be taken to educate community ‘and campus people that this process takesa--
great deal of time - not on‘ly during the initial stage of developing the program, but over,
perhaps, a three-to five-year period before an acceptable progiam o management by objectives is
comp!étcd. By the veiy nature of management by objectives, it is never really completed
because, through constant evaluation and revision, change is systematically built into the process.

Once top level management, trustee and faculty leaders have been provided orientation, a
major step has beep taken: but care must also bte taken to inform and orient both the staff and
the community, including students and classificd staff. As the idea of managemehl by objectives
it @ ed, there must be uccurate information provided by campus leaders, because there will

ERIC
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always be a certain amount of confusion, fear and hostility that cae kill ment by
. objectives program in’ the first year, Developing the ides of tumgemcnt by
In-service stafl devetopment programs of information and Briené!'on will no
but it will help set the stage for a participatory model @f manage

-
some problems and fears that could arise and destroy the progrant a

2. Development of a Plan for the Management by@rctives ggogran)‘ -
can go on concurrently with the development of the idea of management by objed
of planning. As Tilles writes: “No seasoned politician would vwndertake a cany

y, which
he task
or major
offtce withzut a clear concep? of his strategyy no gcfod business would cominit rcsof:;res and
dollars for u piogram wiless they had some idva of the euredme (1966, Pg, $5).” Unfortunately,
often in education we embark on programs where outcomes are very unclear or plans are at best

hopeful, 1t is crucial that 3 complete plan for the implementation of management by objectives

'be developed before any attempts are made to implement it. Included in the plan should be
provisions for orientation, for education and staff training, Yor staff, community, and student
involvement, for a calendar of events, and {or tlu spcmﬁuallon of the steps at each point in the
lmp!ementatxon process and of each task which has lch)c accomplished at each major step, Unless
this is_done, the management by objele’ process can quickly degenerate into confusion and
contradictory cross-purpose work. ‘Even if the implementation of management by objec(lves has
fo be delayed, it 1s worth it to Insure that ongg the program Qogins it will have ;vré:;sonablc
chance of success. A hasty and ill-thought out plan f0r m.magmcnt by objectives is almost surely
doomed to failure.

<

by objul_ncs program is the Irammg of the staff to participate effectively in the program,
+ Management by objectives requires time, commitnient, and the ability 1o deal with the kinds of

“terms and fanguage involved (thus the utility of definitions): The stary must be educated to write
robjcctivcs und o state work tasks and cducutional objectives in appropriate langugge. Faculty
and administraiors must be familiar with concepts such as ohicctives, bath measurable and
“ unmeasurable, constraints, levels of performance, and the other kinds of coitsiderations which go

" into dcvc]oping an effective and uscable management by objectives program, Staff must also be’

trained to write objectives based on the educational mission of the institution, and not on trivial,
quunti'l:ilivc objectives which are both easily measurcd and vcasily. attained. Staff work muost also
be coordinated so_ that objectives blend into u‘nfjns!itulional whole rather than s scries of
unrelated parts. The end product of the planning, orientation and training processes should be
lhe deve!opment of a plan for a total educational anagement program. Thus, if the idea of
management by objectives is developed, and if orientation is provided, and if a welt-thought out
nlan\n}: concuvcd and specified, and if the staff is trained to the tasks and skills necessary to

]: lcn ntanagement by objectives, only then should the management by objuctives program

:e:mplumentcd 2.(‘ % *

S
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4. Needs Assessient Lhe needs assessment bas been defined simply as o difference
betweenr what i aind wlat is desired, Tt s important to imsure it i conducting o needs”
assessment, care is taken 1o balance the perspectives mud pereeptions solicited, 18 is very vasy Lo
full into the trap of Tocusing enly on problemns or on unreatistic programs that are desjred but e
ot feastble, The college needs to assess the progriams that are suceessiud un weil is those that fuil.
Input should be obfained from many sources including perceptions from the educationd
community and students as well as the staft. As Johnson writes: “Fhe needs und desives o un
educational system are o reflection of the overall needs and dosires of society - phitosupliical,

econontic, socidl, political and individual. They can ondy be Anown by persous o groupy who
represent cach and all of these scgments of society (Johnson and Grafshy, P 1417 Newds
assessnient has been the subject of muclt recent literature and will be discussed in detail in
Chapter NI, Techniques for assessing aeeds vary from the use of printed needs and objectives
statements drawn frony nationl objective bunks, to extensive meetings ol the community and
stafl representatives in small groups, to the use of anonymous needs assessiment techniques wid
objectives-developmuent instruments such as the Delphi technique, Reeardless of Uie technique
applied, the key to d suceessful needs assessment livs in the care taken to balanve the Kinds of .
questions asked and to insure that the information gathiered by the necds assessiment process it as
representative and as unbiased as possibles A wselul needs assessient witl include information on
the success and the weaknesses of current prograns, idvas for needed chunges, suggestions for
new and innovative programs and for the eliminution of old or unsuceessiul programs, However.,
the end product will only be a5 good us the care und pianning taken Lo inswe a successful and

. balanced objective needs assessnient. Once the needs assossmont is completed, there should be a
report avuilable that vutlines he findings of the aceds assessment amd there shoold be
opportunity for final review by students, facully, community representutives and stati before the

final needs assessment is presented 1o the board of trustees for approval and adoption,

5. The Development of the Mission Stotement - The mission statement is a declaration of

v Lhe broad cducational philosophy of the institution wind it is from tiw mission statement that the

objectives of an educational system are derived. The mission statement should refteet those

*attitudes and beliels ubout education which make the college o unigue educationsd envirommeit.

The statement should be idealistic in the sense that it is & philosophical and broad general

statement of beliels, but it also should retlect o realistic copsideration of the resourees. thie

»,

rE&ucational mission.
»

4

context. the comminily, the history and the statt of the college which is charged to fulill the

6. Resource Analysis ~ Educational resources are those assets which contribute 1o the

achicvement of objectives. Resources indude money. people. physical facilitivs. community

t Q  staft and times A eritical part of the management by objectives programs is the
.
30
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development of a thorough inventory of the kinds of resources available for the college to use in
achieving its educational mission. It is important that this activity take place before objectives are
set because, without this kind of analysis, unrealistic objectives can be set which will quickiy kill
a program or will lcad to severe morale problems by setting unrealistic standards and not
providing the resources to meet those standards. A key concept (which will be discussed in depth
in later chapters) is the concept of constraints in the educational process. Educators must be
aware of the kinds of constraints that they will encounter as they set objectives. Without thls
kind of awareness, which is developed through resource analysis, objectives may be unrealistic
and almost totally useless as management guidance tools. Once an inventory of resources has

L

1

been made, useful Jdata will be available that can be used to predict differing outcomes by varying

the amount of resources available to achieve objectives.

7. The Establishment of Institutional Objectives — Institutional objectives are broad
statements of aimed-for future accomplishments that specify the outcomes of the Institution’s

educational program cfforts. there has been some confusion over the terms ‘‘goals and

objectives.” The authors have concluded that the terms *'goals and unmeasurable objectives' are
too similar to warrant an arbitrary division of activities. Instead, the terms “‘institutional
objectives,” “program objectives,” and “course objectives™ are suggested as more useful for
planning purpeses and less confusing to staff. The process of further dividing objectives into
measurable and unmeasurable categorics eliminates the need for the classification of “goals,”

_ which are usually employed to differentiate between general and specific outcomes.

“Institutional objectives” are established via a process of staff interaction and participation.

Using the needs ascessment, resource analysis and mission statement as guidelines, broad.

statements of objectives for the institution as a whole are developed. The statements cut across
programs and activities and apply to the total institution, as opposed to program or course
objectives which are more specific. Growing out of the institutional objectives are the program
objectives which are key building blocks in the management by .objectives process. ’

8. The Development of Program Objectives — After institutional objectives have been
established, the process of staff interaction is repeated by program level to derive picgiam
objectives ~ both measurable and unmeasurable — which will form the heart of the management

_ by objectives accountability mechanism. Thus, for each institutional objective that is developed
for the institution, a number of program objectives must be developed which, when put together,
will move the institution toward the atté'mrpent of given institutional objectives fos differing

functions of the college. As an example, the broad category of INSTRUCTION might have.

program objectives for each division or each department, depending on the desires and
nreacyational pattern of the institution. The service function of LIBRARY, as another example,

E lc‘a setics of program objectives which are both measurable and currently unineasurable,
‘

-,
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which in_their accomplishment contribute to the institution’s objectives. There is much debate
over program objectives and, as indicated at the beginning of the chapter, mtich of the Jdebate
“Involves definitions and terminology. An argument against the deve]opmem of institutional
’program objectives generally goes as follows: *“The most intportant cﬁucanomt benefits are
| generally timeless and unmeasurable: so why bother writing objectives. To do so will put a
premium on the trivial, the quantitative and the easily méasurable.” To counter these arguments,
there is 3 need for precise definitions, clear information and a clarification of the steps that show
how’ objectives are developed, how thcy are stated and how they contribute to the effectiveness
of the educanonal program, There are a number of problems which must be faced in the
‘ develépment of tnshlufﬂﬂ‘bjecuves including the willowing: '

x
*

J a. There Is a need for a clarification of the difference between measurable objectives and

' currently unmeasurable objectives. Both these termis have been defined at the bcgmmng of the

chapter, but currently unmeasurable objectives should be discussed in more dcta:] at this point,

" Currently unmeasurable objectives arg, almo.d for future accomplishments that‘bannol be verified

, Within the current reporting . period. Unlike measurable objectives, whu.h can be precisely

‘eval‘uatcd within the time period of the management program, the.currenfly unmeasurable

. objectives leave the evaluator with the dilemma of having to provide some sort of evaluation for

.an objective which is not completely measurable within the given time }period The best way cut

' of this dilemma is to describe the currently unmeasurable objective operahonally, that is, 10 state

“the o”ecnve, and then state the 'series of steps which contribute tu its attalnncnt A curr;nt]y

‘ unmeasurable objective might be something like: *'Each graduate will undersjagsl and appreciate

, his biotogical and physical environment and realize its fragile nature. His r.lgt'is‘stdndmg wil) fead

- him to use his environment in a judicious manner and 1o preserve Yt for use by fu(ure

] generanons ' While this objective cannot be measurﬁd within the time frame Ql‘ a semesier ora

" ‘year, a series of steps which will help graﬂuﬂtcs to t%erstand their environment and to proteut it

can be stated. At the end of the gurren! reporting p%d the scries of steps, including courses,

commumty programs and mdm&w experiences that the student will have undergone which will

lead him to his ultimate objective can be specified. At the end of the evaluation period we can

, state in precise terms the series of steps the student has progressed through in movement toward

* that currently unmeasurable objective. Educators intezested in management by objectives should

' understand> the definitions and,ahe steps mvoIvcd in working with currently unmieasurable

.objecnves becaus® this |ssue w:ll be one of the very first issues raised when the idea of

, managerment by objectives is proposed especially in the area of the liberal arts whigh§golves a
y greater number of currently unmeasurable objectives than areas such as technical education’

b s
b. A second kind of problem which must be faced when deve!obing wnstitutional program
ot 'O 'nvolves the development of skiils in writing the objectivés themselves. Objectives

)
i
[sh]: MCtam three kinds of information: (1) the gulcome to be expecled (2) the fevel of

o ;f" 42-



25

achicveinent - in other words — the standards or criteria against which the outcome will be
maastired, and (3 the conditions of an evaluation, conditions being those conditions which
shouk! be hield constant when determining the extent to which the objective has been achieved.
Conditions include eaviconmental factors. special equipment, written, oral, or demonstrated
conditions wnd botlt individual and group conditions, It is important when considering condil_ions
to take into account botl reducible and irreducible constraints, and the kinds ol resources
availuble such as dollurs, people, time. and certain student and stall abilities and liabilities, which
stiould have been uncovered through resouree analysis A solid statfT development program should
be prepared to assist tie statt to acquire the skills seeded ta write uwable objectives.
¢ A third problém iv the consideration of alternatives and the analysis ol the mix of
objectives acliicvable for differing resource allocitions. Sets ol objectives need ta be related to
the resource inventory to demonstrate how  different investiments will produce different
outcomes, Budgets should reftect programs at various levels wind should not sinply be line items,
For years, the educational community has based most of its reports to those wha determine the
[Inuncial “rcsourqc‘s to be spent on cdugation on input factors, that is, fiuctors which measure the
IeSOULCYs £0ing into the educational process. As McPhecran writes: “fustitutions can fefl you tg
" the peany how muck they spent last vear for faculty salaries, wtitities and wax for the g_rnmasn(m
floor. Bue tirer cannor tell vou swhat this investarent prodiced becanse our fucus in educational
SCCHIENG Jas bear an inpuet, not outpit AMePherran, 1971, Pe 40 The challenge of the 1970
is to develop more precise measures of educational benetits which both the students and society
are receiving for their investnient in elucation, The management by objectives process allows the
~institution te demonstrite the different kinds of objectives achievable at different resouree input
levels, the kinds of stafl and resource mmx aeeded to aclicve dil"!::‘:ing kinds of objectives, and the
baielits to the institution. to students and to socicly Tor "diftddng dollar investments. The
developmient of program objectives is the hicart of the management by objectives program, 1 hese
objectives must blend and-add up to'a coherent whole institution and not ;.i:nply remain sets of
isoluted and unrelated parts, The development ol this process is a building eftort which reguires
much time, money, total commitment and the solution of a number of problems which have only
been bricfly outlined in this section. The ead product of this process shauld be a clear definition
of wlut it is we are attempting 1o do as vducators, how we plan to do it, with a built in
evaluation mechanism to tell us whether or not we suceeeded.

9. The Development of Program Support Objectives ~ Just as program objectives grow oul

of the institutional objectives and the mission statcaient of the college, programy support

objectives grow out of the program objectives, Program support objectives are the statements of

activities needed to implement progrums. Thus, if an institutional program objective for genceral
1

¢ G is Mthat each graduate will demonstrate his understanding of, and appreciation for, the

iE MCJ development of our system of covernment,” then ﬂn_.j program support objectives are
'
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the administrative and classitied staff dutics, the support Tunctions, the teaching functions and
the courses needed to attain that institutionad objective, The proces of devefoping support
objectives is similar to the development of institutional objectives - a pive wd take process
among staff, but with the direction and guidance provided by the institutiona! mission statenient,
the institutional objectives, and (he institutionad programy objectives, Institutiona] progrim
objectives and support objectives resemble a pyramid with the instituttonal mission slatement
and philosophy at the apex, with the institutional objectives at the fiest level, with the program
objectives at the secomd level: supporting the eatire systenr are the institutionyl program suppori
objectives, including teaching, staff, administrative ard various support Tunctions which are the
heart of the entire management by objectives program, A critical and controvensial hind of
objective developed at this fevel iy the course objective, As sonie critios have stated. it is ol the
course level that management by objectives may break down, Critics often conjuse votirw
objectives with behavioral objectives, The dilfercuve is significant. Behavieral objoctives stuty
some kind of uniform behavior or 1ask te be accomplished by students upon completion of the
course, There is an implicd rigidity and uniformity which raises fears in many facully of
unthinking or automatic responses by students which will be the product of the counse.
oy
. .

Course objectives are quite dilferent. Course objectives wre statements of aimed-for
accomplishments - educationu? experivnces - thut the student will be provided us purt of the
cotirse. Course objectives are plunning devices for faculty and uselful giides Tor students, While

course objectives cun be used us a basis of measurement, their primary utility is ds a planning and

“panagement aid to help improve teaching and learning,

Course objectives are essential to the accomplishment of departmental objectives und
divisional objectives, Unless the stalf sees the importance of preparing measurable and currently
unmeasurable course objectives for the offerings of the institution, there cua be no defeusible

©system of management by objectives, Perhaps the guiding spirit of the development of course

objectives was best captured by Neblett and Pale { 1969) who wrote, concerning the developnwent

~of course objectives in Great Britain: “One dunger in obfeetives research lics i suppasing Hat

listing the objectives fur u particular cowrse is an end i itself, and that opce they are spectticd,
they muy be used to prescribe totally the tashs and activitics of studenrs, The rationale beltind
codifying objectives s that- v is a step on the way to binproving ot wpeets of the teacliing,

: . Sy & . , . .
learning procoess. The aint is to be mare precise about what a college cducation uchivves without

resorting 1o wildly gencral statemoents conceriing the characieristics af the educaicd man ™

10. Implementation and Review —~ IF the detailed planning has been completed, the actual

implementation of muanagement by objectives should be one of the casier tasks of the system,

~ Each Dlrogram, each division and each course should have objectives to guide where it is going aind

lE lC‘;umg to get there, It is imperative, especially when first implementing a management by

' 34
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objectives program, to build into the program a mid-year review of objectives, progress and
problems in moving toward the accomplishment of institutional objectives, Many objectives may
be set teo high or too tow, especially in the first year. New constraints and problemis not thought

“of in the original planning, changes in conditions, and personnel, and other kinds of problems )

may arise which makes a mid-year review imperative to allow time for cl}angc and adjustiment,
There is no sense in purusing a course of action which is destined to failure, A mid-year review
allows for the identification of conslraints and for changes and adjustments as needed,

11. Evaluation ~ Evalvation is an integral part of the management by objectives program ‘

-

and should take place on a yearly basis. As much as is humanly possible, the evaluation should be .

a nonthreatening, positive, improvement oriented professional action. The evaluation should not
be an inquisition and it should not be a blame-criented kind of process because the achievement
of institutional objectives is a primary focus of evaluation. Achieving a positive and

nonthreatening atmosphere is difficult, but critical. One way of achieving this is to evaluate (
programs in a number of ways, As Drucker writes: “Wo one single objective is the objective of an |

arganization; o single yvard stick is the measure of performance, pra&pvcls and resufts (1958, Pe.

5)." As stressed throughout this volume, the entire management by objectives process should be

built slowly and carefully. The evaluation process should come from u number of perspectives

including the following:

a. The attainment of objectives — the comparison of sfated objectives with |

accomplishments, allowing tor constraints.
b, The attainment of objectives at differing cos:z levels — planned costs vs. actual costs.
¢. The educatioral audit which is the involvement of an cutside cducator who serves in

rpuch the same capacity as a fiscal’auditor (this concept will be discussed in more detail
in Chapter 1V).

The end product of the evaluation process should be an accountability mechanism that -

demonstrates which objectives were achieved, which were not achieved. why those that were uot

achieved had problems, and suggestions for new directions and changes, which leads us fo the '

final part of the management by objectives program.

12. Feedback and Readjustment — A weakness in many managenmient programs is

communication — both upward and downward. At the end of the evaluation, an institutional
study report should be developed and provisions should be made for intezaction of staff. both
Q .

e S €an be communicated both within and‘ among institutional program divisions. Too

34
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often, plans. break down due to lack of communication, It is important that effective
conimunication be built into the process in a systematic and repular manner, and not left to
chance. As stated earlicr, it takes between three and five years to dewvelop an adequate
management by objectives program, and by the nature of the process, it is never fully completed.
As one report recently stated: “Objectives, once decided on, are not likely Lo be good forever,
There should be continuing dialogue aboul their validity, about the means necessary for their
atltainment and about the discipline they can impose on the institution’s activities. Such study
and debate should stimulate initiative and innovation® throughout the college (Deegan,
McConnell, Mortimer, Stull, 1970. Pg. 59).

The above steps outline a general theory of the managenient by objectives process. It is a
‘therory that builds in the major functions of management; provides for a humanistic participative
process; and it holds the hope of reconciling both the demand for greater participation and the
demand for greater accountability in community college education. Ultimately, the justification
for management by objectives must lie in its effectiveness as an educational program, and not in
its efficiency as a management approach. The ultimate beneficiaries of the program should be the -
students — through greater learning, through better organization and through more effective
planning for educational outcomes. As indicated earlier, management by objectives has both
proponents and opponents. Let us conclude this chapter with a discussion of both the advantages
“and the disadvantages of management by objectives.

Management by Objectives — The Advantages — There have been several papers by many
authors indicating both advantages and disadvantages of management by objectives. In this final
seclion, we will try to.condense the writings of a number of people into a general discussion of

both advantages and disadvantages of management by objectives. Among the major advantages of
management by objectives are the following:

1. Management by Objectives as an Effective Planning Tool — Critics of education often

criticize our educational system as one which is ideally resistent to ¢hange. The management by
objectives process provides an effective planning tool that allows for both change and evaluation,
. It represeats both a framework and a methodelogy for planning and change, and systematically
». incorporates the major functions of management. Through the neceds assessment and objectives
setting process, the fundamental purposes of the institution are evaluated and special needs which
' the college must meet can be brought to the surface. The translation of institutional objectives
. into measurable or currently unmeasurable program objective statements provides'a framework
: for more effective planning, staff utilization, resource allocation and evaluation. The objective
, ~ statements also allow the institution as a whole, and each segment within the institulién, to learn
‘. about, participate in, and evaluate the college priorities and programs. The built-in evaluation
]: ‘I)C«llows 6ollege, program and individual productivity to be assessed more systemalicail‘y .

. o 3o
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than has often been the case in the past history of educational management,

2. Management by Objectives as_an Avcountability Mechanism - In the past, us many
reports have stated, education seems 1o have been confused about objectives and outeomes,
Management by objectives provides for a wmore syslematic measurement of objectives, and,
therefore, allows us to say, perhaps, with greater precisiontthan ever before in education, where
we are, whoere we are going, how we are going to achieve our objectives, our major constraints and
problems anticipated, and the dcgreé of success in achieving our objectives. Management by .
objectives also allows us 1o state more clearly the use of resources and the need for new or
diftering kinds of resourves. [oalso helps us to discover areas of overfup amd duplication and to

cdemonstrate te the public where dollurs go and why. 1t is possible with the managemient by
~objectives program to tars accountability probients into positive educational and public relations
outvonws tur conununity volteges,

3 Managenent by Obiectives as o Fechnique for lmproving Moerale — Many anthors believe

et in the mdiiduals Kiow shat duties are expected and have avoice in defining and developing
those dutres, and e the opportunity to bring problems, constraints gind needs t the attention
,“#‘ thoae i ey authority. both comntunication and morale will be greatly facilitated. Once
objevtives wre defined, individuals will have @ clearer course of uction to pursue, a useful
evalicrtion and hefprol feedback on the progress in achieving (heir objectives as professional
cducators. As McConnell comments: "As the distance between the top and bottowm in an
Disditition grovvs, vravale problems can become more severe (1970)." Management by objectives
Shelps provide both @ sense of comnion purpose and the opportunity for involvement in the
cobjective setting prevess. and. therelore, helps reduce this distance between the top and the
~bottom by providing o more effective participatory role for all concerned with institutional

“

quality and purposes,

4. Management by Objectives as a Mechanisi to Help Develop a Wholistic Institutional

Context — Each community college should have a special context which is responsive o the
community and which meets special needs of its. own environment. Management by objectives,
through the needs  assessment, the  develgpment of the mission statement. and the
iniplenentation of institutional objectives, helps insure that a coherent program grows from
wholeness and unity, not from a collection of fragmented status-bound vested interests. Too
often, cdllegv divisions and programs terd 1o pursue then owninterests witly littde or no
communication. interrelationship or evaluation. The end result of & management by objectives
Sprogram should be g coberent and wholistic institunonat progeam which allows for both the
Araditional and the innovative and evaluates cach bt ternn of its contrifution to the overall .

: I‘“;"‘:}; = the college. o
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5. Manggement by Objectives_ Advantuges for Constitugncies - A final justification s in
the contribution that muanagement by objectives makes 1o the different constituencies within the
canipus. For the trustees, management by objectives provides a mechanisni that gllows them to
uevelop and guide the mission ol"li1\‘ catlege in terms of specifiv outcomes in being accountable
scientifically and systematically insures that the major functions of manggenent take place on
the college campus, For the faculty, management by objectives provides a tool for niore
compre

nsive planning of  educational experiences and for more effective educational
evalygbipn. In addition, arcas of unnecessary duplication. new needs, and old irrelevant prograins

coonsidered und evaluated more effectively than ever before, Students also benefit by
M in advance what the instructor considers important, what the cotlege as a whole
proposes to offer them and what cach of the divisions has as objectives lor their educational
devetopment, Curriculum planning can be facilitated and the adversary nature of much education
might be overcome sinee the eniphasis could shift from the hidden and the unkown to specific
uchicvement of objectives, Finally, the public will be better informed about the mission of the
college, sbout the justitication for costs, about the kinds of objectives that were uchieved, and in

cases where abjectives were not achicved, constraints and problems that were encountered.

Muanagement by Objectives - The Problems - Nuturally. the use of mansgement by
objectives in education has been criticized. A number of authors, Lahti (1971}, Hitt (1973),
Johnson and Grafsky (1973), have discussed some of the major problems and dangers of the
ntanagement by objectives approach in education:

1. One of the very first criticisms to be raised about manapement by objectives is the fear of

any emphasis on_the trivial, the mechanistic

¢ K titiable, Many faculty and
administrators fear the loss of the mtcllulu.u \lgor of t]u campus, arguing that much of the

creativity and true educational benelit of the college expericnce lies in long-range objectives
which are not vasily mceasurable or, perhaps. not measurable at all. Faculties especially fear that
their ¢ourses will be turned into mechunistic short-term, casily quantifiable number counting

exercises as opposed 1o the real business of education which is the development of the intellect.

‘As Eparson writes: “The waork that we do defines mieastirements that matter, Our “production
site’ is the chassroont and the taboratory, Everyihing that really matters aid makes a difference in
'!Iu‘ Iives of studeats takes place behind closed doors -~ fur beyond the reach of managers, The

bell rings annd the SG-minuie inte Hectual transaction begins, 1Es all there ~ the excitement or the
dulluess, the disapline of good teaching or the time-constoning rambling, the cuger attention or
the sl hfawed sture (1973, Pg. 16).”

A related problem is that even where 1he opportunity exists for complete freedom in writing

, (l: TC some staff may opt for casily attained objectives and. thus, short circuit the whole

»
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marntagement by objectives approach. Campus leaders must insure that objectives grow from the
mission statement and philosophy of the institution and that they are not simply set by
individuals as a whim. Participation in the process of objective setting means participation from
the top down, as well as from the bottom up. Insuring that objectives are both meaningful and
that they add up to a coherent whole educational context is one of the key tasks of management
in the management by objectives process,

2. A second fear of management by objectives opponents is that it will create a rigid
reporting system and stifle innovation and experimentation in the colleges. Interestingly enough,
one’of the primary criticisms of colleges has been for their bick of creativity and innovation,
starting back with the work of David Riesman (1958) baék in the 1950°s and continuing on
through much of the literature into the 1960's and 1970’s. Some opponents of management by
objectives conjure up fears of system analysts destroying innovation and creativity in the colleges,
or evatuating education by cost or program rather than in light of needs, mission and intellectual
content. Actually, management by objectives presents a system to facilitate innovation and
educational development, Through the planning, resource analysis, and budget-making process, it
is possible to build in innovation as an integral part of the educational program, not as something
ad hoc and inconsistent. However, the innovations will be evaluated and assessed, perhaps, as
never before in education, and, therelore, as never before, we will be able to say what difference,

if any, innovations make in an educational program, in student learning, or in congributing to the
functioning of the college as a whole.

3. A third problem is the frequent lack of staff training to participate in management by
objectives. Often, objectives are criticized as “‘statements of the obvious.” As indicated earlier in
_the chapter, the writing of objectives is difficult to do and time consuming. There must be
adequate planning and staff training before the system is ever implemented. To solve this
problem it is best to start with both in-service staff training and with sample programs, and allow
three to {ive years before anticipating a complete management by objectives progran.

4. Another problem is the fear that an atmosphere of hostility and insecurity will be created
because of pressures caused by management by objectives. This is a danger if individuals are

evaluated instead of programs, and if serious constraints or changes in environmental
circumstances are not taken into account in assessing the achievement of objectives, There is no
doubt that some tensions und stress will occur as a }esxult of the management by objectives
program. Few people really like having their program evaluated.- And yet, through the staff
development and in-service training. many of the fears and hostilities m:iy be ameliorated before
the program begins, thus, saving a great deal of tension and personal concern. Management by
- obiectives is an improvement program, not a program geared to get rid of employees failing to
rE \l‘lC*ctives. The provision for extensive staff participation should help reduce many fears.

Aruitoxt provided by Eic:
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Recognizing that there will not be 130 per cent agreement on tasks, objectives and priorities, it is
still possible to reach cohcensus on most issues, In the lon, tun, the increased participation, the
Increased communication and the more effective planning and evaluation should help reduce
problems rather than create them,

5. A final problem is the problem of individual resistance to change in organizations. The
literature Is full of documentation of studies of resistance to change at all levels and in all kinds
of organizations. This is why it is imperative that the management by objectives program have

top level commitment from Lhe beginning, that it be sufficiently planned, and that sufficient
orientation take place before the plan is even considered for implementation, In-service staff
- training and increased communication can also help break down barriers to management by -
objectives, In essence, management by objectives requires that a management by objectives
appreach be appliéd to the planning of the management program itself before attempts are made
at implementation.

Summary

In this chapter, we have looked at the need for effective management tools, the importance
of definitions and concepts, the steps in developing the management by objectives program and
some of the major advantages and disadvantages in considering management by objectives
programs. Whether management by objectives will be an effective technique to help meet the
challenges presented by demands for both increased accountability and increased participation
remains to be scen. A discussion of how this management theory is applied in practice is the main
'focus of the remaining chapters.

O
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CHAPTER 1Y

THE MEASURABLE INSTITUTIONAL OBJECTIVES APPROACH AT
MT. SAN JACINTO COLLEGE

Overview

Utilization of managenient by objectives in community colleges has been Tound most
frequently in farge community colleges having aceess to foundation grants or government
projects. In many cases, o full-time statf member is assigned to work with an outside pald

~consultant in otder to initiate the management by objectives progrum. Strong emphasis has been

placed on accountability by traving stalf members predict what their sccomplishments will be ina
given time —~ followed by administrative and self evatuiations of results.

The procedure followed under the measurable institutional objectives approacht to

: management by objectives during the last four years at Mt. San Jacinto College does not fit the

above description. Mt, San Jacinto received no financial assistance to develop a management by
objectives systent. It has added no exira staff to coordinate the management by objectives
program. It utilizes no paid consuitants. The evaluative emphasis has been placed on measuring

the resulls of programs and not on rating individual staff members, In fact, using the management

' by objectives to evaluate staft has been rejected at this college from the beginning as an

unworkitble and noralke damuging concept.

In_this chapter. we will describe Lhe advantages of this program to the communities yvhof
support the college, 1o the students who attend, to the faculty who are the managers of the
instructional process. to the administrators who coordinate the use of scaree resources, and to the }
trustees who establish policy and evatuate results. Special features of the program involve
identification and reduction of constraints which are defined as obstacles to the learning process,
and the use of units ol credit hiISL'd on verified measurable and currently unmeasurable objectives

for cach-course, The measurable und currently unmeasurable objectives serve as the principle

“measure of output for the institution. involviag Jll facally members in setting instructional

objectives through a sample class process. which includes the identification ol constraints and

planned modifications in teaching strategy.
Buckground

Q  San Jacinto College wus established i 1963, It currently has § administrators. 36
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full-time instructors, and 2§ part-time instructors. There are 550 full-time and 1400 part-time
students enrolled at the college. Mt. San Jacinto College serves central Riverside County,
including the territory which lies between the cities of Riverside and Palm Springs, but does not
in‘clude either. The area served is rural and includes the cities of Hemet, San Jacinto, Banning.
and Beaumont and surrounding territory with a total population of about 65,000 people. Many
residents of the district work in nearby cities in government installations, factories, large retail
establishments, and service occupations, Retirement mobile home parks, light manufacturing, and
modest agricultural activity characterize the iocal economy, The racial mix in the college is
roughly parallel to the racial mix of the community served: 10 per cent black, 1§ per.cent
‘Mexican-f\merican. 1 per cent Amerivan Indian, and 74 per cent caucasian,

In 1963, M1, San Jacinto College began with 320 full- and part-time students housed in
rented store and factory buildings. Tt had a barely adequate tax base and limited, divided
community support. After three bond issues failed, campus construction was began in 1965 on
donated tand with lease-purchase buildings. Following careful study and discussion. the faculty,
administration and trustees were convinced that an individual instructional system primarily
utilizing filmstrips and audio tapes with programmed worksheets had high potential for

" improving the effectiveness of the instructional program and for building a solid base for winnirig
“community support. Plans to individualize as many courses as possible within available resources

were formu]éted. It was decided to equip some of the lease-purchase buildings with individual

-student study carrels, each containing a tilmstrip projector and an audio tape player and to

éprovide work space for technicians who would assist instructors in the production of filmstrips
and audio tapes. ‘

“The Multi-Media Prograns

Individualizing more and more courses has been a continuous goal of tln college since 1966.
. 'Fhe efforts exerted and results achieved gained statewide recognition and in 1968 several schools
' and; colleges requested Mt. San Jacinto College to share their media with them. When the requests
for sharing became too great for the college to absorb in its budg.t, mai! order sales of
mu—l‘t.i-media was implemented. Sales of instructional materials to hundreds of schools‘ and .
" colleges now provides the means to partially support continued production and revision of the
L‘individualized lessons.

During the development of the instructional system, faculty members wrote measurable
ce Q@ lectives. A pumber of the faculty wrote measurable objectives for each lesson.

N.E Mc‘coursc objectives formed the busis for the individualized software - fitmstrips, audio
' )
g ta
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tape, and worksheet lessons. Teachers who wrote measurable objectives were employed during

. » B . . ] -
~vacations, summers, and on an overtime basis to write scripts, plan storyboards, write worksheets

and post tests, Later, teachers were offered extra income for preparing measurable and currently
unmeasurable course objectives in publishable format. These have been copyrighted and offered
for sale through the' multi-media mail order catalog. | 4
- A. . |
Our problem to be resolved in the sale of ra;ulty-produced mé’dii to other schools_arlmd
colleges was the residual rights of ficulty to the pfoduct of their creation. Ficuity and
administration discussed ownership rights with legal counsel, and it was decided to jointly request

A
a change in California Jaw which would allow the college to share with faculty members income

Y

g

-
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from .the sale of media after the initial costs were recovered. An influencial member of the
legislature carri¢gd the measure, but it was defeated in committee. The faculty agreed that the
matter should be dropped. By that time, it was evident that neither the college nor the faculty

* members would realize any appreciable income from this endeavor. The salary paid to instructors

while writing commercial quality lessons, the money needed for artists. photographers and audio

" technicians, and the expense of revising lessons every three-five years meui ot that direct costs were

seldom completely recovered and full costs were never recoversd. The facts that extra
employment” during vacations was made available at full salary to all interested faculty, that
high-quality media resulted in more efficient learning, and that writing and planning quality

media provided feelings of satisfaction — all contributed to the reduction of faculty concern over

copyright ownership.

l_{_ca_iv the Individualized Insiructional System was Started

The beginning of the measurable institutional objectives program was modest. The five
administrators at ML. Jacinto College studied publications on preparing behavioral or measurable

4
“objectives, wrote sample objectives, and submitted them to each other for evaluation. After th‘e

administrators began to feel comfortable writing objectives, they each began to assist one or more
teachers who showed an interest in learning the skill. The following year a Umv rsity hxtension;
class on writing course objectivés was brought to campus at the expense of the college. Twisity
mstruclors enrolied and wrote measurable course objectives for two courses they taugm as a part
Qf the Extension course assignment. For completing this assignment, the instructors earned three

. semester units which could apply to their salary schedule advancement. From that time. on,”

these teachers have continued to write measurable objectives for their courses. ( A measurable
institutional objectives approach to management by objectives can only be successful if
i]: \I)Cfs know how to write objectives and have prepared measurable objectives for 4 majority

\*/:'S | e | #
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of their courses.)

Factlity members have been motivated to prepare precise course objectives by various
means’,(l) m!m aistrative example, (D) encouragement by interested administrators, (3)
rewgmtidq; a board mgetings, (4) rewards of salury schedule advancenwent, (5) swumer
employnient, and (6) extra pay for course objectives of publishable quality. The task of writing,

: mcasurable ObjCCllV\.S was made easier by eliminating the term “‘general objectives,’ “specific

x objecflvcs."‘Jand “goals.” The only classifications used were “meastrable objectives” and
“currently unmeasurable objectives.” The latter were defined in an earlicr chupter: but since this
is a critically important step in the measuruble institutional objectives approach, the next section

will more fully describe the use of currently unmeasurable objectives.

Currently Unmeuasurable Objectives

Singe the first protesstonal publications describing behavioral objectives, there has been wide
. disagreement on most campuses whether it is possible or even desirable to prepuare precise -
measurable objectives for courses. Mt. Sun Jacinto College was no exception, Faculty mc‘mbers
who taught vocational skill subjects were nearly unanimous in supporting the idea of preparing
precise mieasurable objectives. Certain facully members who taught academic courses had serious
reservations because of the obvious difficulty or the apparcii impossibility.of preparing
" measurable objectives which would adequately define what they hoped their students would:
learn.

- While objectives for various suppost programs were being prepared for the institutional

" objectives report, it became evident to admitistrators that some important program objectives
: i ‘could not be described in measurgble terms. In order to provide recognition for important course
objectives and msmutlonal programn objectives, for whlcﬁ there is no currently practical way to

measure their output, it was decided to define these as C\mcntly unmpgstifable objectives.”
s = hd

. <
Objectives which cangpt be meusured within the time span of the reporting period, e.g., one ‘
. year. are classed us* gurruzy unmeasurable.”” A currently uinmeasurable objective for a htcralure
class might be: alter completing this cluss, 80 per u.nt of the students will read for cmoymcnl at
; least 10 books a year selected from the American Cldsms List. Another example: after carefuny
- slud) ing the issues. 90 .per cent of the students completing the American Government cla ll
vote at each tocal. state-and national election. Objectives which veeur within thc’*norlmg pcnod
E TC no practical measures are known are also considered Mcurrently Ll;hnI;‘usumbchn k
£
" 4
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‘ .
cxample for a French class mipht be: at the completion of the course, all students will have a

greater appreciation for the French people and their customs.

In practice, a two-column page is used to record unmeasurable objectives. In thz left
colunmin, the currently unmeasurable objectives are listed. Opposite each objective the instructor
lists the experiences which will probably lead the student to accomplish that objective, In the
case of Institutional support program objective, it would be left to a teacher, an educational
auditor, a newspaper reporter or interested members of the community to decide whether the
listed student experience or institutional effort might fulfill the currently unmeasurable objective

statement, The following is an example of a community service currently unmeasurable

objective: ‘

How Members of the Community will
Currently Unmeasurable Objectives . be Helped to Achleve These Objectives:
Residents of the District will muke . Organized recreational activities will be
more worthwhile use of their Jeisure provided at least one night per week
time by pursuing cultural and during the school year.
recreational programs and by
improving their knowledge and At least five major dramatic or musical
skills in the arts and in productions will be presented for the
recreational activities. public during the year.

Musical, dramatics and educational
programs will be presented before ot
ledst 40 community groups off-campus,
All requests for informational speakers
will be filled.

It has been fox:nd_éat Mt. San Jacinto College that every course taught and every support
program has sonie measurable obj:ctives, Faculty members are helped to identify readily

~measuiable objectives first and then to ist those which arc cureently unmeasurablc. During

succecding‘ revisions of objeciives slatements, some of the previously unmeasurable objectives
L

- niy often be ‘moved into the measurable objectives group -- as methods are found (u'mévasure

“their output. Use of {W¥€ “currently unmeasurable objectives’ conzcpt has eliminated most of the

- ERIC
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reservalions of the faculty about writing precise objectives for courses and support programs.

Q g the late sixty’s, it appeared the California legislature” vould mandate the

I
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establishment of a program, planning, budgeting system for ald schools 3nd cSIlegcs in California
in the very néar future. [t also seemed evident that the mandate would fuil to take into account
“currently unmeasurable objectives’ and “irreducible constraints.” Both :.omzpi su.'med basrc
to any program, planning, budgeting system applied to the educational process.

L >
he president of the college and representatives of the Acadcﬂuc‘Sm:tc discussed the
ST whlch could arise if, and when. program, planning, budgmn}%m as mandated by
“the ILng!ature The administration and the Academic Senate agreed thqt"fmphganon of an
Industry-oriented program, planning budgeting system to the college gould bv. a disasterous blow
to staff morale and would tend to defeat the basic philosophy of the LOII&L The fears of all
concerned were the same; that adoption of a rigid, cost-oriented system would make it
excegdingly difficult to maintain the coilege goal of recruiting students mth marginally
* developed learning skills and hetping them achleve a successful cducatlonal expemnu:
ffor currently unmeasurable
objectives or for the constraints which are inevitable with high-risk students, faculty members

If class evaluations were rigidly sought, without regard

would find themselves torn between serving students and serving a system which gigid&y dcmand§
_high results at a low cost. Consequently, the administration offered to work toward developing a
'; system for reporting progress of the institution as a whole, and its idenlit‘fed programs, which
- wduld not be utifized as an lndividuaTstaft' cvaluation device, Assurance was further offered that
any system developed would not require more than three or four extra hours of instructor time
each semester for reporting — and that the report writing would bg donc by college
-~ administrators. ‘ ‘

Administration and faculty agreed that, if a system of reporting results could be devised
" which did not do violence 1o the -gollege philosophy and did nc;t .rcduyc'e morale, it might also
“becme a useful pubtic relations instrument in local communities. If the system were successful,
they hoped it might influence The development of a workable mandated state management by
- objectives system, Some Jaculty members were skeptical that assurance; given by administration
, could be upheld in hghl of pressures for teacher evaluation — evaluations based on raw results of
student achievement without regard to ¢o1 straints. This fear was partially reduced when a newly
, state mandated faculty evaluation- procedure was, developed by the local faculty and
administration and approved by the trustees without rcf%gﬂcc to output measurement. During a
- meeting for developmg an evaluation procedure with faculty, administration, and trustée
“representatives present, the college president emphatically declared that he would not promete
“the Acuo‘opmenl of any management by objectives system that would be used as a basis for

ERIC
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teacher evaluation.

The Statement of Educational Philosophy is the Foundation for Management by Objectives

In order to evaluate the institution as a whole, there was a need to identify measurable
program objectives and institutional objectives based on the statement of philosophy of ihe
college,

When M1, San Jacinto College was first organized, a widely representative community
advisory committee was asked to develop a statement describing in broad terms services and .

- functions which the new college should provide, The college staff, taking the commlttees :
suggestions with only non-substantive editing, submitted the committee's statement to the board
of trustees. The trustees reviewed, revised, and approved the statement of philosophy. This
inmal statement has been regularly reviewed and revised by a combination of the staff,
faculty-student committees, citizens’ committees and the trustees prior to each accreditation

visit. This statement of institutional philosophy is published in the college catalog, and in the

- front section of all measurable institutional objectives reports made to the trustees and to the
public. Following is a recent revision of the philosophy statement: l

Philosophy
Mt, San Jacinto College is dedicated to the principal
that through education man ﬁnds‘realizaiion of his potential
as a human being. Man achieves this potential through vurious
meang, Therefore, Mt, San Jacmto College provides as wide a g
vanety “of approaches to the process of education as possible.
Emphasis is placed upon self-directed study on the part of
the student, understanding that in the final analysis
education is gained, not given.

We believe that the final test of education is the
student’s ability to judiciously evaluate, work skillfully, and
to transmit knowledge to others, therefdre, we shall insist on
involving the student in discussion and writing toward that
end.

Q
- E lC We believe that we are a part of the community we serve
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and scek to provide faculties and programs for the
enrichment of the individual and the improvement of
community, state, and national life,

We believe that education has many faces, therctore, we
are pledged to provide instruction in the widest practical
range of academic, occupational and technical fields to serve
the needs of individuals and the community.

Immediately fotlowing the statement of philosophy in the collége catalog is a list of the five

purposes or institutiona! objectives of community colleges, These were discussed by faculty,

students, administration and trustees and finally set forth the college in the format shown.

To accomplish the benefits, concepts and attitudes expressed in the statement of

philosophy, the college provides:

1. Occupational Training - For those students dusiring to complete a vocational

curriculum the college offers technicul truining when student enrollment justifies the

use of facilities and personnel, Individual courses are offered on the same basis when a

~" _ full curriculum is not justificd. In both instances, the college’s aim is vocational

competency,

e

2 Genera] Education — For all students, those with a specific vocitfonal objective, and

those whose aim is a liberal education, the college seeks to inculcate attitudes and

* develop the knowledge and skills essential to effective living. These include:

C.

: El{lC

A Fuirmext providsa by ric [

Exercising the privileges and responsibilities of democratic citizenship,

Communicating thoughts clearly in speaking, and in writing; and cultivating the
ability to read and listen with understanding;

Using the basic mathematical and mechanical skills necessary to everyday life;

Gaining a balanced perspective of workd time and place through an understanding:
of cultural heritage; o

Appreciating the creative activities of others.

4R .
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3.  Preparation for Transfer ~ Mt. San Jacinto College pr’ovidcs the first two years of
college work for those students who plan to transfer to a four-year cotlege or
university. The curriculum includes the lower division requirements in the liberat arts,

and in scientific, business education, and other professional fields.

S

Community Service — Mt. San Jacinto College cooperates with other schools and
colleges in providing adult education. This program is of fered primarily through college
evening classes. The college also presents athletic and culturat events, including musical
programs and lectures, as a coinmunity service.

$.  Guidance — M1, San Jacinto College assists its students to “know themselves” through

an integrated guidance and counseling program.

Informal Needs Assessment

When the college was first organized, the general advisory committee set up a subcommittee
to explore various methods of assessing the community needs. It was the recommendation of this
committee that a questionnaire be used to help determine the initial classes and special services to
be offered; and that it b;‘ sent to high school seniors who expressed a desire to enroll in the new
cotlege and to people in the community who indicated that they planned to attend classes. This
~ recommendation was followed and as a result,.very few scheduled classes had to be cancelled
_because of insufficient enrollment.

For determining future courses, it was decided to use needs assessment as an informal
~ comtinuous activity Students who respond at registration time by filling certain classes early, or
: by enrolling in other classes in such small numbers that offzrings had to be reduced the next
semester, expressed their felt needs in an unmistakable way. Community members who
petitioned the college administration or trustees for a concert series, forum series, or short
- general interest courses also indicated services which they desired from the college. Advisory-
committee members.who discussed agenda items about community needs also provided useful
information. When requests for services are consistent with the‘approved educational philosophy
statement and they can be satisfied within the resource limitations of the college, they are
. accepted by the trustecs and become a part of the college program. 'Thc combined judgment of
faculty, students, administration, and organized community groups (such as advisory committees,
éolle‘ge Pations Association and others), provide needs assessment input which leads to
* recommendations upois which the elected reérescntatives of the district (the trustees) act.

U\Wé is a serious doubt in the minds of the staff at Mt. San Jacinto College that a formal
! nE lC*SSment questionngire or a one-day needs assessment conference cvery year would
. o |ditional signiﬁcantqor‘y‘s@ful information regarding the needs of the residents of the -
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communities being served. It appears to the college staff that people not immediately desiring
service from the college respond to broadly distributed questionnaires about needs assessments as

" they believe they are expected to respond and not as potential students and attenders of special
events. i

Instructional Ends Objectives

As another step in the development of a management by objectives system, the college
president first proposed to the administrators and then to faculty groups that instructional
_output be measured by means‘ot‘ units earned by students and by grade points earned.* The
president explained to faculty groups that since most of them h‘ad already prepared course
requirements with measurable objectives and precise grading criteria, the unit and grade reports
“of the attendance accounting department would provide the best available institutional output
measures. Then, when direct costs per unit earned have been calculated, these output measures
can be used to analyze cost trends and predict costs of alternative teaching strategies. '

As these output measures were applied by faculty, they proposed that dividing their courses
into measurable and currently unmeasurable objectives for each unit of credit would more
accurately measure output. Under this plan, a student may earn one, two or three units for a
three-unit course, e.g., if he masters two-thirds of the measurable and currently unmeasurable
‘objectives for a three-unit course hc would receive two units. This partial concept has other
-advantages to students which are described later in this chapter.

In an attempt to develop a plan which would provide the maximum potential for the
- immediate improvement of output, the president suggested that each full-time teacher carefully
study the potential output of one of his classes. This plan is at the heart of the institutional
objectives approach; and it was first put into effect under the title, “The Experimental Class
_ Plan.” The title, unfortunately, led to misunderstandings of the intent of the plan. The term
- “experimental class” gave the impression that the output of this class would be compared with .
". the output of all other classes taught by the instructor ~ without any adequate control elements

» such as fnatching of students and teaching strategy. So, a new name was given: "‘The Sample Class
Plan for Projecting Output and Constraints.”

In the plan, each instructor was asked to pre-select one class as his sample class. All of the

- *To reduce the risk of producing a self—servmg statistic, instructors were encouraged to
cr-"““ *Yeir measurable course objectives and precise grading criteria with teachers at other
]: lC, Also, the grade point averages of students who transfer to four-year colleges and

i are carefully compared to see that grading standards are maintained at the local
) ;oy colleges.
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classes in college would have been treated the same way if there had been time enough to do so,
but by selecting a different course taught by each teacher ¢ach semester, all courses could bé
studied every two years. The term *'sample class’ successfully conveyed the idea of each teacher
and his administsative representative** selecting a small number of stiil.nts to develop a strategy
designed to improve the output of the whole institution.

At the end of the second week of the semester, each teacher and his administrative
representative®* conferred regarding one of the teacher’s sample classes. At this conference, they
discussed the results of the pre-test given to these students, and any other available data, which
might give clues to the learning problems of the students and help identify major obstacles to
learning (or constraints) that might keep all studonts from completing the course and achieving
-all course objectives.

The teacher and the administrator discussed ways to help reduce constraintssuch as changing
the teaching strategy or e¢ven asking the counseling office to transfer some students to other
classes when pre-test results indicated a need for remedial or prerequisite courses,

The administrative representative aud the tecacher then discussed steps which could be
accomplished by administrative action to help reduce other identified constraints.

By the third week of the semester, the administrative representative prepared a summary
report including cousse titles, numbers of students enrolled, a prediction of the units which the
students will carn, and the projected grade averages for the classes. In addition, agreed-upon -
constraints, beyond the scope of administrative representatives and faculty to reduce. were listed
as irreducible constraints. The list of irreducible constraints was presented to the president during
a conference with the administrative representatives the fourth week of each semester,

At the end of the semester, the teacher and his administrative representative analyze the
results of the students' achievements in the sample class, based on grades carned in accordance
with the grading plan, and on constraints. Reports on sample class output are presented in writing
to the president and to the teacher.

The conference process is reviewed and revised as needed annually. After reviewing and

evaluating the process, the staff believed that the following outcomes were achieved:

**All administrators including the college presideni and the vice president in charge of
busmn.ss affairs are assigned apanel of instructors to serve as an instructional coordinator. This
ip includes much of the administrative work which in a larger institution would be done

]:MCrtmcnt head.

Aruitoxt provided by Eic:
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1. Class drops were reduced by determining the causes of withdrawal and by eliniinating
the need to withdraw. Special assistance was provided to students, including tutoring,
special counseling, and individual assistance based on the students’ needs, thereby
significantly reducing the withdrawal and failure rate.

2. Instructors learned more about students at the beginning of the semester and taifored
instruction to the student’s individual necds through special assipnments or partial
credit for students.

3. Students achieved more objectives and earned higher grades. By having objectives and
grades verified, teachers carn justify any distribution of grades given such as all passing
grades. The normal curve, which forces unnecessary competition and frustration can
be eliminated,

4,  The constraints that administration could reduce for selected classes were identificd
and the admihislration reported to the instructor on the follow through; i.e.; more
library resources, physical plant adjustments, funds for tutors.

S. The constraints that the teacher could reduce for his class were identified and the plan
for reducing constraints was incorporated in the teacher's professional objectives. At
the end of the semester, those that were accomplished were reported: e.g., a new

diagnostic test was developed, or new teaching methods were introduced.,

6. A list of projected und confirmed censtraints for the whole institution was developed.
These constraints were beyond the control of the college or instructor, at least within
the current senmicster. Some were listed and verified so that the public did not expect
the impossible from the college: e.g., student withdrawals due to relocation or illness.
Other constraints were listed with a price iag attached so that the trustees could
determine whether additional resources could be obtained to further reduce these
constraints.

7. Students who expended only slight effort were identificd and techniques to help them

increase their cffort such as the human potential seminars were devised.

The Human Potential Programs .

O : .
E lCItuff of Mt San Jacinto College took the position that a viable management by

~ - T
o
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objectives system for an cducational institution cannot be developed without identifying the
most significant constraints and planning a program to reduce those constraints, This step is a
crucial aspect of a management by objcctiﬁs system. A list of identified constraints was
developed and incorporated into the collepe’s institutional objectives report. and a plan for
reducing the most significant constrainl wus developed. At the end of the first semester of using
the sample class plan, an overwhelming majority of instructors and their administrators identified
“lack of motivation of students” as the principle constraint.

The president called several knowledgeable people around the country asking if they knew

> of programs designed to assist with the problem of poor motivation. One suggestion was the

Human Poléntial programs being developed in several colleges and universitics. The program was

explored, and people associated with the program were brought to campus on several occasions

to describe the process to the staff and to eventually train staff volunteers in the utilization of
the process.

The original program had limitations affecting its utility at Mt. San Jacinto College. Under
the leadership of the dean of student personned, the staff studied a wide variety of similar
programs and eventually préparcd the Self-Actualization by Group Process.* In addition, the

- staff prepared training manuals for group leaders, manuals for instructors using the process with
their studénts, and manuals for the students or participants to use. The process has made a
significant difference in the empathetic regard l‘acu]fy members have for each other'and {or
students. Student participénts have, in a large nuniber of cases, shown improvement in\manyeffort
“factors which influence motivation. The faculty has expressed approval that the resonrces of the
i “college could be rallied to reduce a significant constraint which they had identified. Another
» faculty identified constraint fed to the establishment of a new and much more extensive learning
* laboratory for teaching reading improvement and basic writing. Thus, constraints were not only
E identified; they were reduced for the direct benefit of both lacully and students.

- Projecting Anticipated Output

The sample cluss projections are used as guidelines for projecting the anticipated output for
““all classes, This gives a method for calculating the unit cost for the output of each instructional
“department. lfou‘pmis\going down rapidly from the previous year then a reason is sought. As an

, *This positively oriented group process includes: life style assessment, verification of assets,
o Q e exploration, identification of values, choice’ making, best moments, identification
o= R J C elf disclosure, reaffirmation group planning, and a plan for self-actualization.
' mm _
- 23
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example: for each of the last three years, the output of units earned by students in toreign
language classes has consistently gone down. The irreducibie constraint hére is the national
downward teend in numbers of foreign Tanguage students due brimurity 1o removing lunguage
requirements for many cotlege majors. The information, thus, made available makes it possible to
make a better analysis of various alternative actions which cun be taken to cope with a rapidly
rising cost of instruction in onc department. If costs per unit carned increase disproportionately
for a given department, then the fuculty members and the coerdinating administrator can seek
the cause and try to fcmuvc the cause. An example of how this functioned occurred when the
photography departnient increased its advanced offerings. The enrollment in advanced classes was
refatively small in comparisott to beginning photography classes. To solve the problem, the
instructor devetoped individualized instructional media, permitted both beginning and advanced
students to cnroll in any .nd all classes, and 1o progress as rapidly as possible to nicet the course
objectives. This meant that, because beginning and advanced students would be in the same
classes, all classes would have full enrollnteats, It alse meant that if some stidents dropped out of
a class, it woull by possible to enroll 4 new student in the middle of a semester, The change to
individualized, continuous progression cducation significuntly increased the output of the
photography classes and reduced the cost per unit carned. This c.'hangc'pmbab!y would not have
been accomplished if bolly administrator and faculty member had not been looking at costs per
unit and had not been tooking for ways to reduce these costs,

" The faculty-administration conferences on sample classes is the principle method used at Mt

San Jacinto College for sctting objectives and deterntining constritings on instructional programs.

How the Institutionat Objectives are Reported to the Trustees and to the Community

The institutional objectives for the year are reported to the boul*él' trustees, at their

October meeting. Tliese objectives have been formulated by Taculty afic ;uiiminist:r‘usﬁ-oif ;1}1d
recommended by wvote of the Tuculty ptior to their submission to the trusteey. Another rcp«;m is
made at the following August or September mocting of 1he trustees’ where the ‘objo.‘ctivc
“uc]gicvemcnts‘" are presented. In the October report, an estimate cost per unit for each subject
taught is included. In the August report, there is a statement of actual costs per unit carned by
subject matter. (The costs presented represent the direct costs only which include saluries, fringe
Jbenefits and supplies.  Other costs are rcporl'cd for service Functions as total amounts, ¢.p.,
community service $64,217.)

O
E lC‘lty members had expressed concern over the possibility that determining costs for
R o e
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subjects might cause trustees to disupprove of the teaching of high cost courses, To try to dispel
this concern, the following paragraph wus included in the Forward to the institutional objectives
reporl:

“There has been some coneern expressed by educators throughout the nation sinee the term
management bykobjeclivcs was first upplicd to ¢ducation that, should costs yury widely between
subjects, management decisions might be unduly influenced by the cost Tactor. The philosophy
of the institution, stauted at the beginning of this report, should estublish the Tramework {or
making management decisions including the fuctor of cost, The statement in the philosophy,

« we pledge to provide instruction in the widest practical range of academic, ocgupational and

technical fields to serve the needs of individuals and the communitics, sets the basis for
- management decistons,”

The college administration and faculty agreed that no report of institutional objectives and
their achievement can expect to depict all of the services rendered to students or to the
communitics served. By making an eftort cach year through evaluating and improving the report,
the stafl believed that more precisely measurable institutional objectives will be identified and
utilized, and the program will.ultimately be changed to better serve the students and the

community.

Becanse management by objectives reports have been viewed by some legistators as ot means
of evaluating statt, faculty concerns were frequently expressed regarding this eventuality. The

forward of the report to the trustees included the following three puragr'aphs bearing on the

- constraint variations associated with any one group of students and disavowing this management

by objectives system as a means of staft evaluation:

“The reader is cautioned to make special note that this document includes in its title, the
words INSTITUTIONAL OBJECTIVES. No one instructor nor administrator, with the |‘u$sibl‘c
exception of the superintendent, can be held persoratly sccountable Tor any one vhiss sevtion’
gutput or one course oulput. There are teo many humuan variables associated with the input
factors {the students) to be able ta identify, classify and make precise judgments about. the

constraints which apply to uny ofe group of students.

The institution, when taken as a whole and with its measured output statistics cohiparcd
from yv.ar to year, can show the instructors, staff, trustees, and the conumunitics served. the

l: leImh progress is being made toward meeting the institutional ebivetives in a more cost

. ' 55
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effective manner. The degree to which the trustees hold the superintendent ultimately
respoasible for the output of the institution as 3 whole should determine his accountability for
these results,”

These statements were tuken sericusly by the trustees, and'man.agemcn‘i decisions made
based on the data provided in the repori did not subvert the avowed intent to resist using
management by objectives in faculty evaluation. Faculty support for the management by
objectives effort rallied as confidence that the data gencrated would not be improperly used was
confirmed.

The (inal step in the management system was the educational audit.

Educational Audit
The measurable institutional objectives approach to management by objectives, even with jts
statistical reporting of measurable output and cost figures for courses and programs, represented
-only a staff report made to the governing board. Despite its attempted objectivity, it still lacked
the clement of credibility desired by legislators and by a segment of the public. The
administrative sta{f feit that the credibility could be improved by having an outside audit of the

achievements idertitied in the objectives report. The college president presented ta the trustees a

plan for nominating and selccting the educational auditor and for outtining the audit.

specifications.

He proposed that a panel of four or five Ladividuals with wide experience in commuﬁily
college administration and with earned reputations for professional independence be nominated
by the admijnistration and trustees. He suggested that a letter outlining the specifications for the
cducational audit and including the maximum fee to be paid, be sent to all nominees. In the

replies requested from the nominecs, they were asked to indicate their interest in performing an *

- audit and to propose an hourly fee to be charged for themselves, for their professional assistants,’

. and for their clerical assistant. The president proposed that the chatrman of the trustees interview

the candidates and recommend to the board of trustees one rRominez as educational auditor.

After this procedure was followed, an auditor verified by sampling the output records which

were being prepared for the trustces. The auditor and his assistants interviewed about one-third )

of the college facuity and checked college records for measurable and currently unmeasurable

£7ry T Hectives, verification of objectives, and precise grading plans. The auditors reviewed the
;,f ‘ : i
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total institutional output records for total units carncd, measurable objectives for student
personnel work and for community services rendered. The auditors also sampled or completely
verified all other statistical records included in the achicvement of objectives report, '

At the board of trustees meeting in August where the “Objeciives Report”™ was discussed,
the auditor reported his findings and made recommendations for improving the record-keeping
and reporting systems.

The local newspaper reporters present asked questions, commented on the “report” and the
audit. Subsequently, they wrote favorable news stories about the efforts of the college to
“implement a.management by objectives system and provide an educational audit. The news
coverage was givérn a promineﬁt place in the Jocal press. Trustees and administrators were of the
opinion that th;a favorable publicity, focusing everyone's attention on improving output and
reducing constraints, and the additional data made available for management decisions, made the
effort worthwhile.

In Retrospect

%

Therc has been widespread concern about what is being purchased by taxes paid to suppggl ‘

.. Institutions of higher learning. The measurable institutional objectives system provides a carefully <~
documented and audited report of the college output and the costs for achieving those ’
measurable and currently unmeasurable objectives. The program has provided students with 2
““faiksafe™ instructional system. where they can succced if they try. The students know the =

= course requirements for each unit to be earned and the specnﬁc grading criteria. They know thal

- grades will be awarded on a fixed set of criteria with no grading curve being applied. Students are
awate that the college Is organized to be responsive to their needs: that whenever possible,

4 instruction will be tailored to their individual differences so that they may complete as many
course objeciives as pussible. Thouph the Seii-Actualization Group Process students are helped to

‘.‘beuer understand themselves and to participate in education in l?umanizing ways. They also get

to know their teachers and peers on a personal basis ;hrough this ifnovative motivatibnal

technique. ‘ E

"

4t N . ’

'Advanlages of the institutional objectives system to faculty are highlighted'by the fact that
- tea;hers now have a regular opportunity to identify constraints which keep their instruction from
. being as successful as possible; and they have a commitment from the admjnistration and (rustees
gtc]: \.‘C(reduce these constraints. Another advantage is tiat the system gives them a regular .
g }
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opportunity to have others become aware of their accomplishments, The instructor has an
opportunity to set realistic objectives for the output of his sample class or all of his clusses, to
work toward those objectives. and to experience the sense of accomplishment when the

objectives are achieved.

The measurable institutional objectives approach has furnished trustees with an organized
methed of looking at theoutput of cducational programs along with the constraints. The costs of
pf()ghﬂﬂﬁ and cost of constraint reduction is also available for careful consideration. The
comparison of costs of ‘courses by calegorivs from year to year shows what the cost trends and
output trends have been. over several years and alffords additional information for policy

“decisions. Toe s{}s’ﬂ‘m' reminds trustees tial policy decisions are first bused on the philosophy or
mission stutement of thc' college and are then based on the most cost effective teaching strategics,
I trustees @ﬂ f&mvinccd that educational output can be increased by constraint reduction or
increased cup.wil_\"."!hcy have the necessary facts to justify to the clectorate a tax rate increuse.

Administrators I_md the system ualvunlabwus in fullitling their role us leaders of
lmlruﬂonal nnpromncnt The ..onfcremc sessions with instructors provide a means for-

" improvin mstru&lon.xl mcthmk and techniques. At the ond of the semester, the output
auomplgmcm and u)nstmmt verification  discussion provides an opportumty for both
;L(Ipunlstmlor‘:aﬁﬂ instructor Lo sharpen their pereeption of the fearning process,

The pringiple disadvantages of the measurable institutionul objectives approach are the extra
time and g\;orjk the system requires ol administrators. The approach also runs the risk of any
system which idontifies program costs - that of having raw cost figures used in making policy
decisions withéul regard to identificd constraints or without regard to the underlying college

. philosophyhjiégion slulcm‘c“nt. By muKing a management by objectives report available to the
public andd 'fi)ﬁhn‘"prfsx there is o risk that some raw cost figures will be taken out of context und
used to make the program at the college ook like it is unwisely using public funds, At Mt.:San
Jacinto (“ollcgé Jbésc concerns have been recognized as real, but they have not matenatized, We
think this is powbly true because the system has been initiated gradually over five years. with the
public and the pruss being constantly informud.

It is hoped that other community colleges will adopt all (or part) of the measurable
msmullunal objectives approach tggmanagement by objectives; and, by excharging infornution,
promotu the development of a Eaucnv-: system of measurable and currently unmeasurable

O
) l: lClai objectives. The staftf of Mt. San Jacinto College feel that we have a systém which wnll

Aruitoxt provided by Eic
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not only improve the cost effectiveness of community college cducation, but more importantly.

provide more effective educational programs for students,
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CHAPTER IV
THE PARTICIPATIVE MANAGEMENT BY OBJECTIVES APPROACH AT

COAST COMMUNITY COLLEGE DISTRICT

the Coast District is
iMproved by uniting

The main idea underlying the management by objectives program i

that educational management in the community college can be subst.ﬁiﬁ

. L]
the scientific dimension of management and the human dxmens‘on*xc t Distriod efforts are

-
 the.best present-day.

based on two primary assumptions. First, that management by oﬁecﬁ y
repr?mauon of science-based management. Secondly, that the genume “involvement of the
people in the educational commumty in the management process constitutes the best
representation of the human dimension of managemeént. Combining management by objectives
- and participative management provides the basis for humanistic management in the Coast
Community College District.
?‘ Orange Coast College, established in 1947, and Golden West College, which openud its doors
in 1966, currently enroll dpproxlmatcly 45,000 students in all programs. Combined staff include
562 full-time instructors and 37, adm:mstra:ors The colleges serve the southwestern portion of
: Orange County, Cahfornta, 1nc]udmg the cities of Costa Mesa, Huntington Beach, and Newport
Beach, The area is densely populated cncompassing over 400,000 people within a - wide
‘ s'ﬁ?&economic range. Agriculture, manufacluring, and ,Qqeation are primary industries, The
qracial distribution in the district is: 2 per ;ent' black.hﬁ per cent Mexican-American, and 90 per

cent Caucasian, and the colleges’ enrollment patterns are similar. .

- The use of educationa) objectives began in the Coast District perhaps not unlike similar

.- beginnings in colleges across the nation, A few instructors tuking graduate school courses in )
k writing course objectives, an enterprising dean of instruction offering fa 3 '
““evaluated on the basis of their course objectives, and an awakening, by d:stnct staff in =
~ supporting such effo:ts were the first signs, These were followed by fatully fdlowslup awards to
“-encoutage the use of objectives, by training programs in the writing of instructional objectives,
~and by in-service contracts giving salary schedule credit for innovative teaching programs utilizing
" “objectives. All efforts were voluntary and resulted in 70 per cent of all instructors employing
MObJCCl]VES in the courses they taught, Despite t}‘i"é accomplishment, a major component was
. ‘missing. A major porticn of the institution was organized 10 march forward in a systematic
*~manner but there was no clear agreement on the direction they should go. Instructors had their

‘, d]: l{llc‘bm some of their administrators had neglected to write tieirs. Further, there were no - -

- T ‘ b
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i
agreed-upon systemwide objectives 1o relate to the instructional objectives, a situation found in
many community colleges across the nation. The problein was ¢lear enough; objectives were part
ol a hicrarchy which began not with instructional objectives, but with a guiding institutional
mission statement; systemwide oi&jcclivcs ended not with course objectives but with unit, even
with lesson, objccti\'és. There were, of course, nat only instructional programs which needed
organizing and system, but_also support programs, including the administrative, which had the
same need, It was this need, then, thit set the stage for the humanistic and participative program

of management by objectives now being implemented in the Coast Community College District.

Coast District’s efforts to implement participative management by objectives was the result
of a mujor project aimed at increasing the effectiveness of educational management in the
nation's community colleges. These activitics began in May of 1972, with a three-year grant of
zipproxim.\lctyS4I0.600 from the W. K. Keltog Foundation to Battelle Research Institute's
Center for tinproved Education, The program is being carried out in cooperation with the League
for Innovationin thie Community College. Goals of the program are to develop 2 nlanning and
management model for community colteges: to demonstrate the model's effectiveness in actual
use in three League districts (Brookdate Community College, ('uyuhdgu Community College, and
Coust Community College District): and toimplement the model nationally through confcrcnées

©and workshops.

The major idea underlying humanistic numagement is the application of management b):’
objectives within the context of participative management. The functions of management in the
Coast District include planning, programmiag, budgeting, and cevaluation. Taken together, these
“detivities should Torm « decision-making procedure leading to the efficient altocation of resources
to uchieve specific objectives.

Incorporating the Human Dimension

How does the cducational manager moke effective wse of this rutional approaceh to
management? The application of management by objectives to cducation without consideration
_for human feclings, desires, and values could well do wiore harm than good. Some suggestions for

uniting the participative dimension ot management are presented below,
- +

dentification and selection ol the individugl who wil' guide the implementation of the

e
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program in the colleges was the lirst significant step in the process, Important considerations in
making this decision included establishing the need for such a position, identifying desirable
characteristics and skills, examining methods by which the selection was to be made, and

determining the responsibilities and functions with which the coordinator was to be charged.

The remaining major steps in the process itself clearly indicated the need for establishing
this position. The coordination of the efforts involved in making the institution really

“accountable were made the full-time activity of the person selected

It would have been n.latl\cly simple to assign a business manager, a systems analyst, or even
an“efficiency expert™ to the task. There can be little question that o knowledge of planning,
prograni analysis, and budgeting was a necessity. However, management by objectives required
the participation of stalf members, students, and citizens from the community, Much of this
participation comes in the form of writing objectives and in choosing alternative ways of reaching
those objectives. It was important, then, that the individual selected for this position have the
skills of motivating people und the ability to develop in those participating a sense of confidence
in both him and the project. Participants had to fee) that goals selected were their goals; the
means for reaching the ’gbals was designed by them: and that they, as members of the college

“community,” would evaluate their own success at meeting the goals.

The primary tunction of a coordinator for accountability was to organize and guide a

planning team in its efforts to attain participative management using specific objectives.
Organizing the Planning Team

In getting the planning team off to a productive start, there wore several necessary steps:
first, potential key members were identified: next, the possible contribution of each was analyzed

before seivction: and. finally, strategics were developed for the initial meeting of the team.

tdentifying initial members of the planning team was a function of the coordinator, Though
he sought advice from various administrators. instructors, or students, the structure of the team
was designed by him, Subsequent additions or deletions, however, resulted from a decision of the

group,

Size was an iinportant consideration when establishing a planning team. Multi-college
TQ T wegreater ditficulty than single campuses. Yet. faculty, students. and administrators or

s]: MC staft, s well as the community at large and the bourd of trustees, were represented to
S
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insure full participation in the acceptance of the process. The necessity of training in the use of
" management skills did limit the team membership.

The following is the membership of the planning team at Coast Community College District,

An analysis of the valve of each potential member is also included:

E

7i
O

President of the Collegze — Whereas it is important not to permit the office or
personality of the president to inhibit discussion or action of the planning team, his
participation in activities, such as setting goals and developing progranﬂ strucfyres, can
assure his acceptance of necessary subsequent changes.

College Officer for Business Affairs — Although accountability involves program
planning to meet college wide goals, it also involves cost accounting, and ultimately,
cost effectiveness, The college business manager or equivalent can identify existing
structures for gathering financial statistics or can help implement new ones.

Dean or Vice-President for Instruction — Clearly, a large number of persons in the
college community are directly responsible “to the instructional supervisor.
Instructional costs répresent the greatest single exp nditure of the budget. This
particular individual can offer great benefits in encouraging the development of specific
objectives for college instructional programs.

College Officer for Educational Planning or Development — This administrator can
contribute expertise in evaluation, new cost-effect.ve program development, and in
identifying state and federal resources.

Director of Extended Day or Evening College ~ For effective management, college
facilities must be utilized efficiently as many hours and days as possible. Frequently,
extended day or evening classes are under separate funding involving special rules, thus

necessitating this administrator ax a member.
Faculty Association President or Senzte Chiwirman — It is important that the chief
clected officer be the team member. His influence as the chosen spokesman for faculty

concerns can bz significant value in allaying fears and encouraging participation.

Student Association President —-

RIC
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Support or “Classified" Staff Association President —

Board of Trustees Representative ~ The board may ultimately be asked to approve
changes in program structure and in the means by which resources are atlocaied, The
early participation in the implementation process facilitates their approval.

s
Coordinator of Accountability —~ The role of the coordinator will be a difficult one as
he is guiding a group whose members possess divergent points of view and
backgrounds. His ability to instill the feeling in the members that they are members of
a team all teying to reach a common goal will be his most significant contribution.

The initial meeting of the planning team was of crucial importance to the project and so to

the coordinator. Some members of the college community were offended because they were not

setected for the planning team and others were offended because they were. It was extremely

important to announce the first meeting with a personal letter suggesting that the individuat was

a k_eg member, absclutely essential to the success of the project. A brief summary of the

advanlages of accountability to the college was included with an explanation of why Coast

planned to implement it. —

At the first meeting several tasks were accomplished. First, everyone was made aware of the

potential and particular contributions of each member. Then, the specific activitics of the

planning team were discussed. The following are functions for the planning team:

1.

O

E

;e Tecommends resource allocation;

assists in administering educational needs survey;

establishes institutional goals with priorities on basis of neecds survey and other relevant
data; )

designs program structure;
helps staff members develop program objectives and evaluation criteria;
estirmates available resources (multiple year);

coordinates program analysis and preparation of program budgets; ‘

i)
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8. assesses program performances as budget is executed; and

9. prepares a public report and reviews institutional goals and program objectives for
revision.

»

The importance of continuing membership on the team throughm:g@e project was stressed.
As indicated in the analysis of the selection of members, each was in'a pivotal position to bring
about the implementation of the concept in this particular area. Philosophical and emotioval
commitment by planning team members helped develop the same attitude within those whom
they represent. Finaily, a significant but unmentioned function of the first meeting was to permit
those who feared accountability as a threat to existing programs or an inhibitor to the
development of new ones to express their concerns. It gave the opportunity to the coordinator to
emphasize the greater participation in management of resources that will result from
fmplementing accountability. And, indeed, it provided the opportunity for top management to
express their commitment to the broadening of decision-making powers in the expenditure of the
budget.

Participative planning is not an easy process. It is a time-consuming approach, and the
planning coordinator found it extremely difficult to achieve a community consénsus on the
statement of systemwide objectives. The resulting benefits, however, proved that the entire effort_

- is worthwhile. As a result of active participation in planning, staff memnbers, hopefully, will be
motivated to work toward achieving the objectives becauise they participated in the development
of the objectives, '

- Assessing the Needs

ol
Most community college administrators ~will assert vigorously that their college or

multi-campus district has its goals already stated in the most recent accreditation report.
Unfortunately, regardless of how well-written Coast District’s goals were, they frequently
suffered from the lack of some significant element. They were often not specific or did not
permit measurement for evaluation. For this project, the definition of a goal was a broad
statement of purpose to be achieved by society but to which the educational system will -
"'conlribule by altaining related objectives. Whereas an objective was a statement of an outcome of
a prbgram which will contribute to the societal goal to which it is related. Objectives wete, in ’
“fact, the sub-steps to be performed to reach a goal. As we shall see, measurable objectives are very
~"mer3m to programs in the program structure evolving in our efforts to implement

g nE lC‘nt by objectives. They must emezge from programs that are expressly designed to meet
e f -
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the systemwide goals established by the institution,

An effective way of cstablishing goals or for determining the validity of those alrcady
_existing is to perform an assessment of the needs the college must meet. Some tested needs’
assessment survey forms were available which required relatively small sampling. The one used by
the Coust District required that seven scparate groups from the college “‘community” be
surveyed, 4 - '

Careful administration ot the survey can greatly enhance its successful use as a means of
establishing priorities. Each moember of the planning team was responsible for administering the
version of the form suitable for the group he represented. Care was taken not to code survey
forms or force everyone to participate. The form should be returned within a few days of its
distribution and follow-up telephone calls or memos can be used.

Shoutd another form of needs assessiment be desired or more helpful, different
administration technigues would be appropriate. [t is important that the form used does not
preclude the discovery of previously unknown needs. Another tested needs assessment form is
available from the Ecluca_liona] Testing Servive of Princeton, New Jersey, The Delphi Technique
also may be cmployed to discover “necds” us perceived by members of the campus
“community,” institutionat rescarch, and advisory committees. Tt may be. of course, that néeds ‘
are already expressed in college catalogs, board policy manuals, or faculty handbooks and need
only be found and carefully articulated. Merely to determine how well the college is mecting
existing well-known demands suggests that the existing structure is sutisfactory but is not
efficient. It may well be that new programs to meet previously undetected needs should be added
to the present programstructure, or, of course, same programs may still be in the structure even

though theee is no expressed need for them.
Basically, the survey used by Coast will indicate:

1. . to what extent the college is meeting various needs considered appropriate for the

comminity colleges:
2. to what extent these “appropriate’ needs are applicable to the college:

3. the degree of importance the members of the college “community™ attach to needs
. Q@ now being addressed;
, .

bl
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4, the extent to which present efforts to meet these needs are being successful; and
5. the degree of importance attached 1o needs not presently being dealt with,
Thl; data can be applied to two distinct questions in any efforts to establish systemwide goals:
1. What existing programs should be revised or deleted?
2. What new programs could be planned to meet needs not now being addressed?

-To answer these questions:

1. The needs suggested in the survey can be ranked by the degree of importance the
“college community’* members attach to them.

2.  The effectiveness of programs in meeting these needs can be addressed.
/ 3. Needs not now addressed by programs can be identified.
4. Programs not presently meeting any expressed nceds can be identified,

Data analysis was presented in a report to the planning team members along with other
relevant data which enabled them to make major contributions to the formulation of the '
college’s mission statement and systemwide objectives. An opportunity for involvement was
provided through a series of meetings in which the various groups expressed their different points
- of view concerning the objectives. The desired end result was a clear statement of the mission and

the systemwide objectives, arrived at and agreed upon by these representatives. The following is
the mission statement and the several supporting systemwide objectives now collectively agreed
_upon by members of the Coast District educational community.

Mission Statement for the Coast Community College District

To provide an environment which enables students to discover their learning -through
self-fulfilling activities into intellectual, social, and cultural growth.

§_; Q Objec!ivgs for the Coast Community College District )

e R




l.  to provide a program of transfer education

2. toprovide a program of adult continuing education
3. to provide a program for catéer education

4, toprovide a program of community services

5. to provide supportive services enabling a me,n:%!for the community to pursue his
personal educational objectives

6. to provide a program for cultural and personal enrichment

The planning team will work together in analyzing three existing programs, including both
educational programs and support programs. Each program will be evaluated in terms of its
contribution to the systemwide objectives, Plans are made to either modify or eliminate those
programs not contributing to the college’s objectives. A note will be made of those objectives for
which no programs exist. Obviously, there are many ‘‘constraints’ involved here. Tenured
faculty, for cxample, may need retraining so that new subject areas may be taught. Staff
development programs may also be needed, but the constraints do not justify the continuation of
programs where there are virtually no students enrolling because of changing environments in
four-year institutions or in the world of work.

It is hoped that the planning team wilt gencrate ideas for the development of new programs
“and the modification of existing programs. The planning team is expected to work together in
integrating the total array of programs. These programs, along with the objectives, will be
organized within a systems framework — as an integrated whole.

This approach to programming has several important applications for the district, First, the
rational structuring of programs will make them compatible with the overall management by
objectives process. Second, the involvement of a wide range of people in the programmihg
process can lead to many innovative ideas for program improvement. Even if only a fraction of
the ideas stand the test of critical eQalualion, this can still be a worthwhile effort. Third, it may
be necessary to eliminate certain job positions as a result of scrutinizing existing prog:ams against |
newly stated objectives. This does not mean, however, that the individuals filling these positions

| d,EMC

ssitions.
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cir jobs. If they are contributing to the college’s objectives, they will be transferred to
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Determining a Program Stractuse

When needs are assessed and appropriately related goals outlined, they cun then be used as
guidelines for examining the college's existing program structure. A program for this purpose was
defined as a series of independent, closely related services and/or activitivs progressing toward, or
contributing 10, a common objective or set of allicd objectives. Coast District is presently at this
point of prog im examination in its implementation of participative management. The planning
team is working toward the development of a progrum steucture which will permit program
analysis, Three “'pilot” programs fitting the definition just given have been selected for analysis:
biology, in the arca of transfer education: secretarial scicnee, in the area of career education and

counscling, in the arca of support services.

Several techniques are possible for determining a program structure!

. A'program structure can be establishied by examining major aclivitics of the institution,
such as teaching reading, performing administrative functions, providing food services,
ete.
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each person listed will also offer a structure of activities which can be grouped in
programs, ‘

3. Models from other institutions are also possible guides. These are usually by subject
arca, physical location, or instructional level, such as freshman, sophomore, junior, or
senior.

Obviously, the present program structure, whether it be organized by activities, divisions,

departments, or degree programs could provide the basis for an analysis of the costs of cach of its

parts. This, however, would suggest that all programs addressed one or another of the district's
needs and that all needs were addressed by one or another of the district’s programs, This is
probubly not the case. Thercfore, a carclul study of the goals and their priority ratings may of fer

valuable information about the necessity to revise the existing program structure.,

The program steucture is the basis used by analysls to gencrate, organize, and display
information about the activities of the district. Yet, such analysis may only indicate tha: it costs
e ‘Q’f 21 student per year to take partin a training program in gr.!phlcs as opposed to $300 for

EMC”"*‘ in English. This kind of information, without thu mpul from an assessment of needs
.
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and wiy examinmation of goals, can castly tesult i erroticous decision-unthing, A elffective ieialysis
requires the assuraneye that the present program stracture s one et causes systemwide goads to

be attained, even though some goals may be more expensive thas others,

Another impartant vidue of determining o progrant structure is that it provides the basis for
bringing together all ol the elements of deconmability, A program stnacture witl permit display of
objectives showing the costs of programs working toward atlaining them, and evalustion dats by
program, Sub programs or activities can be analyzed or compared with others in different ascas,
Specitically, the programt structure shoukd: (8 display information important to decision-tuaking
about the use of resources, and (O establish o data base that will perntit cost offectiveness
analysis within cach program. Each ot the program structures purposes van be accomplished by
establishing a clussification scheme that groups the organization’s activitios aevording to the
objectives that cach activity serves, Within the rosulting tixonomic frumework, inforsnation can
be Dbrought together on resource reguirements, cost outputs, and benefits of all the activitios

carried on by the organization.
Program Analysis

“Community collepes clearly difter in typical existing program structure from the four-ycar
or graduate institution. These colleges dre generally organized by discipline and their accounting
procedures are related to degree programs, The community college addresses mamy student needs
that are unrelited to the acquisition of a vollege degree, o addition, support services st all
disciplines, us well as counselors and administrators, New programs are frequently added to et
new newds in the comimunity, The following VL‘.\.‘umpl\' is an “factivity-centered” program
classification structure typical ot many commuenity colleges, It is used by Coast and other
California community colleges tor the collection of cost data to be allocated to certain aclivitivs
designed to further inslruction in the community colleges. This kind of “'reporting” is virtually a
requisite for any examination ol program structuce. [F costs can be examined on this or some ™
simitar classification of activities, there is a framework for display ol datia showing costs per
program. Fhe “buse case™ assessment altords a display ol existing prograns against which we can
align our systemwide objectives ta determine which programs are addressing which objectives.
Before this can be done to advantage, however, some sort ol basic indicators will be estiablished
for cach objective so that it is possible to measure the degree to which the institution is suceessful
in_attaining objectives. These indicators™ are relatively simple (o derive from the objectives
estublished. and, once established, they lend the kind of §pccii'iciiy that is requited in most

¢teFeiieeg of the term objective.”” Working from established systemwide objectives, the
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planning team can determine objective indicators. Selecting, for instance, the following objective

n . . N b
from those established by Coast, the planning team might create several indicators for

measurement: B

R e
“e

Systemwide Objcetivc' to cnable students to pet their first two ycars of higher education ut

M s

There are two major guidelines in this objective: “Low cost™ and “‘be able to transfer smoothly
and successfully.”™ Here are sample indicators that might help determine if the requisites of low
cost and ease of transferability were being met:

Indicators: 1. numbar who get in four-year school of first choice _  expressed in

number who desire to transfer pereentage

2 average F T E student cost of instruction

national average cost in two- and fouryear public colleges -

3. number actually transferring to four-year colleges . expressed in ‘Tz‘
‘number completing transfer requirements percentage

4. number of credit hours accept_q \cxpreéefn g ’ :

number of credit hours givent "dg}j;unm‘e -

Each existing program, whether instructional o)rnsu pottywill Lonlnbutc to one or more of :
the overall institutional objectives established. Each objective has one or more performance
indicators to aid in measuring the degrec to which it is being attained. Obviously. programs
contributing to these systemwide objectives will need to have their own program objectives

_measured. These sliould strongly suggest specific activities in the program that will ¢learly help

reach the level of performance indicated for the various institutional objectives. The setting of

program objectives is the most direct answer to the kéy questions of accountabitity: *Where do

we want o go and how do we get there?* In order to make the establishment of program

objectives meaningfu® and ta permit later prograse analysis, priorities will be set among them,

Evalualion, which subsequently enables those in the program to see how well they are attammg
objectives, will permit the possible revision of priorities or the additionor deletion of certain
program objectives..

O ; »

]:MC the first program objectives are comp]uted they will be reviewed by the planmng 3
)
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team. Planning teamy members have partivipated in one or another of the “objectives’ workshops
and, so, should be qualificd to review these objectives for the criteria specified, 11 will he
important for the planning team 1o be as generous as possible in this first review, Subsequent
revisions will improve the objectives, and care should be taken to preserve a positive attitude in
staff members, many of whom will be writing objectives for the first time. Once the planning
team decides a particular set of program 6bjcctivcs has reached a minimum level of acceplability,
they will recommend them to the board of trustees for approval, It will be helpful to have the

- board take the time to approve cach set of objectives separately. Stalf morale in the progrants

~ where o‘bjecuvcs are qccggted, and staff motivation in the programs stilt developing objectives,

should both be signij}éa‘rﬁfﬁnmrovcd.

The development and approval of program objectives is, of course, probably the single most
significant step toward making an educational institution accountable. However, when resources

. are malched against budgeted items designed to meet these objectives, there is likely to be too

few resources and too many objectives. Very likely, the systemwide objectives reflect the

~ traditional expectation of citizens that schools are responsible for all of their students' moral;

educational, and cultural development. Educators often validate this assumption by overstating -
their objectives.

It will’be necessary to establish prioritics among the objectives developed for programs. The
program participants will have the first opportunity to attempt this difficult task and should be
able to take advantage of the priorities previously established antong the institutional objectives.

* Naturally, some resistance wilt be encountered. Budget cuts under previous budgeting techniques

have been made arbitrarily by the pesidents or chancellor. Now the planning teanmy will be making

recommendati()ns to the chancellor for submnission to the board of trustees based on jts anatysis
of program efforts io meet institutional objectives, Some competition will obviousty result. The
advantage gained is that the decision-making process for the allocation of resources will: (1) be
sharéd by a team representing all staff, and {2) be based on the merits of cach program's efforts
to contribute to the attainment of common institutional objectives.

Again, it will be necessary not only to sct priorities among program objectives but also to
defermine some commonly acceptable bases for evaluating the degree to which those objectives
are attained, Those ranking high in priority will likely be those to which greater resourges are

ERIC
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Evaluation

Evaluation will be even less popular than setling priorities. Staff members resist assessment,

frequently legitimately, because of poor evaluation criteria or the nability to measure the effects
of certain learning activities. What is helpful in overcoming these objections Is common

agreement on the methods of measuring success in meeting the program objectives, As previously

discussed, each systemwide objective has “performance indicators” which help to measure the

degree to which the institution is reading cach of its objectives, It is possible te determine similar

performance indicators for program objectives,

To begin this process, it witl be helpful to gather as much available evidence as possible, Test

scores. reconds of student attainment of particular learning objectives in a ¢lass, the statistics as {0
the nuniber of transparencies made, syllabi printed, purchase orders processed, or ¢ven nicals
servedesnall be shown 10 contribute toward reaching properly stated performance indicators,
However, it is better 10 reach common agreement on these indicators among the program staff

members and the program directors than to have them established by the plagning team or the

program director alone, Consultants provided by such organizations as the Battell Research

Institute of Columbus, Ohio; the Rand Corporation of Sunta Monica, Catifornia; or Government -

Studies and Systems of Philadelphia, Pennsylvania, can help considerably in this regard with
‘workshops for staff and planning team members.

Whatever indicators emcrge, it will be preferable to monitor progress toward their

-achievement during the academic year. Program staff members will establish, for cach program,

“when and how often this should occur. There should be sufficient evidence available no later than |

budget. Checking on progress during the year, however elementary the process, will permit

adjustments to be made in activites that are not working successfully. And the sumemative

cvaluation will enable planning team members to-be better informed when making decisions |

regarding the allocation of resources for next year.

Who, then, are we suggesting should evaluate? Everyone who is part of a program should
have an opportunity to participate. Stalf members will be encouraged to develop techniques for
- self-cvaluation. Program directors will monitor progress toward meeting performance indicators
' developed within their programs, and the planning team will analyze the evidence provided it at
the time of allocating resources. In addition, commercially prepared performance tests such as

1

nalionl\vid,c reading or mathematics achiévement tests are, of course, available. They,

13
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unfortunately. do not retlect focat conditions and do eneaurage the mechanical process of
“teaching to the test™ and probably shoutd not I); used. It s likely that instructors or support
staft members will not accept imposed standards of measurement any more readily than imposed
objectives. Whatever indicators are cventually utilized, it is extremely impurl'unl that the

evaluation system result from a cooperative etlort.

Partivipative Budgeting
o
The partighhative approach to budgeting at Coust will proceed in the following manner:

v

a. The planning team, consisting of administrators. program coordinators, and faculty is
given the responsibility for drafting the overall budget Tor the college, This group is
given a thorough orientation in the college’™ budget, including past u\pvndilurcs;
expected revenues, and constraints imposed upon the expenditures ol various funds,

b, Those individuals responsible for tRe various programs will assume the responsibitity
for organizing their particular budget requests, Alternative levels of funding are
requested for cach profiram, ulong with a delincation of how the different levels of
expenditures are expected to contribute to the accomplishment of program objectives.

£rogrultx coordinators work with their stafts in dratting program budgets.

% r ’ N -

¢ ,
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¢, The planning team will proceed to mateh the budget to the p m requests inan
llcratm manner. A “first-cut”™ will be made at allocating the budrut to the various
programs. Adjustments will llun be made until a satisfuctory m ltch between biadget
requirements and estimated revenue is achivved. Particular fevels of expenditures for
the various programs are selected on the basis of systémwide objectives (“Top Dowp™)
as well: as demongtrated need {("Bottom W ‘A high dgeree of communigution
between  the plunmm. committee and the prog.r.mﬂ'l@ordin.nors “ise anticipated
throughout this process,

> . . ¢

d. After the overalt budget is organized, the planning team is expected to muke its

recommendations to the chancelor for submission to the bourd.

) ’ .o . . acL, bl . .
As with participative planning and participative programming, participative budgeting is a
time-consuming process. One major obstacle in the process, of u)ursz.,ﬁ“u‘ dlltuull) in
ob '@ reement among the many different individuals participating¥h the prou'ss [tis hlul)

thEMC jority of the individuals. will emphasize the imporru‘hw of their own particular
.
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programs or program clements, regardless of the specific systemwide objectives that have been
established,

This proposed approach to budgeting should resull in definite benefits for the district. First,
the budget Is linked to programs in a rational and systematic manner, which should lead to a
greater likelihood of accomplishing program objectives and, in turn, systemwide objectives. A
second and equally important benefit is that administrators and faculty will be workingtogether
as a team in relating budget to programs. .

Participative Evaluation

The Coast Bistrict has yet to move toward the kind of evaluation necessary in implementing
any management objectives program, It is anticipated. however, that it will involve several
activities and compenents. '
A major requirement for impleowenting o mali;gc'mcnt by objectives system {s the
establishment of an information system. The information system is used in collécting, analyzing,
and disse:ﬁin'aling informaﬁon for use in evatuation and decision making. Such a system might be
~ very simple in design (and require only manual operation) or be quite complex (and require the
use of a computer), depending upon the size and needs of the college or district. Feeding vl the
Inforniation system should be two broad classes of information: (l) details of the plans, and (2)
descriptions of actual accomplishments, The details of the plans would inlclude program
objectives, descriptions of programs and program elenfents, and budget allocations. Descriptions
of actual accomplishments are obtained from (aculty, adminisirators, students, and the gencral
community by systematically surveying their perceptions of actual accomplishments. Also
-included should be any objective data related 1o actual accomplishments, such as student test.
scores and records of student performance (with the stipulation being that these data are related
to'program objectives).
Evaluation will be carried out by comparing actual ac}?omplishments with desired outcomes.
Faculty and administrators will need to answer the foﬁowing kinds of questions: (1) Which
objectives are being achieved? (2) Which objectives are no} being achieved? (3) What factors seem
“to be conlributing to the success in accomplishing certam objectives or to the failure in
7 'accomphshmg other objectives? and (4) What shou!d be done to improve future performance? As

a result of this continual evaluation, modifications might be made in the objectives. in the means
- l]: l{‘Cng the objectives; or in the budget allocations.

R e
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This process should be a constructive approach to evaluation, During (he ¢vatuation process,
it witl become cleyr whet objectives are not achieved. The primary emphusis, however, will be
placed upon reducing discrepancies between actual accomplishiments and the desired outeomes in
order to improve student learning rather than on individual secomplishments or failures. This is
the theory behind the management by objectives approach being implemented over & three-year
period in the Coast Community College District. There may be many adjustments necessary as
theory becomes practice, but clearer goals for the colleges and more offective and efficient

educational programs for students should be the result.

Summary

This model of humanistic management being implemented in the Coast Community College
District is not proposed here as something in addition 1o what college adininistrators are riow

doing, but is proposed as another way to perform their jobs. It is proposed us an alternative to
present manmagement practices.

Humanistic management calls for a special type of lcadership in the educational syscem. It
requires leaders who are effective human beings, who have a gaod grasp of science-based
management, and who arc able to bring about genuine cooperation among all groups in the
educational community. This is a big order, but the need tor accountability measures and the

4 importance of the educational enterprise demands it.

The effective upplication of humanistic nanagement should produce a numbir of benetits
fora community colicge: . .
- - r
First, the use of management by cbjectives should have a liberating effect on the entire
college, -Mystery, confusion, and uncertainty can be replaced by undesstanding, open
communication, and a ralfc‘)‘nal adﬁproach 10 decision making.

Second, the college should be able to demonstrate to the entire community that it is being
accountable. It demonstrates this cocountability by clearly communicating its objectives, by
" systematically ihvesﬁgaling alternative means for achieving the objectives, by allocating its budget
on the basis of clearly established objectives, and by reporting Lo the community the results of
evaluation and plans for improvement.

:1“-:1, humanistic management can show the democratic process at its best. Here we must
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agree with Frich Eromm when he says: “Proposing methods of activation by participation aims al
the revitalization of the democratic process, It s based on the convietion that Amcerican

demncracy must be strengthened and revitalizod or it will wither asway. 1 cannor remdin statice,”

o
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CHAPTER V

MANAGEMENT BY OBJECTIVES AND FISCAL PLANNING

Overview

Most elforts at improving the art of managing higher education hiave not yet integrated fiscal
and academic planning, The many planning and management tools developed by the National
Center for Higher Education Management Systems (NCHEMS), Tor example, have been directed
at analyzing utilization and cost of college resources, Only recently has the center begun to
specifically explore the ditficult area of outcomes. The center has not yet developed tools for
simultancous analysis of outcomes or benefits and the costs of alternative college operations,
Many ctforts at implementing planining, programming, and budgeting systems in higher cducation
have not been successful because they fail to provide for this integrated treatment of planning
problems, In traditional fashion, these efforts have been directed to the less difticult, though stilt

staff-consuming, task of identifying program costs,

Too often, academiv planning is varricd on without regard to cost imptications or operating
constraints, Carcfully developed academic plans are frequently terined “wish lists™ and discarded
without examination of pussible alternatives. At the other extreme, academic. planners may
restrict  their activities unduly by imagining fiscal constraints which, in fact, do not exist,
Symptomatic of this is development of ohly those plans and approaches that are “fiscally
realistic.” [n such situations, the Tull range of innovative approaches to community college
pdu’cntion. constrained only by delivery system techinology, may never be completely developed.,

Fiscal planning often proceeds without regiard to the subtleties of avademivc planning. An
extensive exercise in setting snd developing instructional objectives is wasted if, due to fiscal
constraints or efforts at “cost minimization,” plans are rejected without further analysis. More
useful planning results when both costs and results of only partially attaining objectives are
examined. In this way, analysts explicitly convey trade-ofts between results and dollars among

_policy alternatives to policy makers,

The approaches 1o management by ohjectives reported in Chaprers HI and 1V suggest that

even existing approaches to management by objectives may not provide the comprehensive
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benefit-cost analysis nceded  for college planning decisions,  The institutional objectives”
approach wtitized at Mt. Swir Jucinte provides for examining costs per unit credit of enrollment or
attainment. The development of specilic wourse objectives and measurement of student
attainment then provide a reasonable proxy by which potentially useful cost-benefit :n’mlysi‘§ may
be conducted, particularly for evaluting program etfectiveness, This, however, does not provide
an cxplicit mechanism applicable to the necessarily before-the-fact context in which planning
must be carrivd out, These data do, however, provide a basis for examining alternative
instructional strategies and selecting those- preferable — an essential element of academic
planning. The “participative’ approach of the Coast Community College District culls for analysis
of college resources needed to meet program objectives, thus facilitating decisions about
alternatives. As yet, however, specific procedures have not been developed for such analyses.
Planning, in contrast to the budgeting process described in Chapter I, frequently procceds
without known cost constraints, The amount of funding eventually forthcoming may well
depend upon the persuasiveness of planners prosenting program alternatives for mecting
objectives. ‘

In additicn to questions of “how much" or “how many” college programs for how many
dollars, there is also the question of “who' may benefit from such programs. This concemn is
notmally articulated in terms of access or equal opportunity for community college educution.

~ While there has been great concern about who is afforded access to college progranis, the fssue is
seldom integrated explicitly with planning of programs and alternative ways of delivering those
programs to the community.

This chapter relates techniques for devetoping objectives to fiscal planning, emphasizing
programs and access, i.e., benefits and equity. A variation of the usual cost-benefit analysis is
suggested for purposes of explicitly treating qualitative as well as quantitative college objectives.
This. information and analytical framework relies on specified objectives developed under
management by objectives. Preference orderings of teasible alternative program and resource |
mixes are constructed. In this way, the basis for comprehensive plapning is developed to conduct ’
academic and fiscal planning simultaneously and provide community college decision makers

with relevant information upon which 1o buse rational decisions und evaluate consequences.

Information systems development and analysis require college resources which themselves
are expensive. Consequently, many community colleges will probably want to engage in ad hoc
decision analysis rather than develop a very expensive program budget, much of which is not used
d""“"@""h planning cycle, Indeed, many smal} colleges may be unable to commit the capability -
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required to maintain information systems needed for ongoing prowram budgeting, These same
colleges, however, nay develop information sufticient for effective managenient by objectives
efforts, integrated as needed with fiscal planning,

The suggested ad hoc analyses relate in a practical way to decisions which allocate and
deploy college resources to meet desired objectives, These decistons may be required annually
(sualary decisions), more often {purchasing and inventory decisions), or less frequently (new
program decisions), Whatever the frequency, cotlege staff conducts such analyses as necded for
specific decision problems,

In order to deliver community college education effectively, there must be accurate
assessment of those community educational needs and prefercncés that are within the college’s
capability, There may then be deflinition of college objectives for meeting needs and the required
management decisions can be identified. Next, design of feasible delivery systems and fiscal plans’
takes place, Finally, there is decision and implementation. This approach encompasses the basis
for later evaluation and the full cycle of planning, programming, budgeting, implementation, and
evaluation is accomplished.

Management by objectives helps relate these offorts and aids in improving community
college management capability, Indeed, managenient by objectives appears to be one of the few
(possibly the only existing) tools available to facilitate benefit-cost analysis in community
colleges, The greatest obstacle to such analysis is_the inability to measure all of the outcomes or
results of college programs in the same dollar terms that measure college résource use,
Managemént by objectives avoids such difficult measurement problems in a way that still
provides college decision makers the information needed for effective planning and progrunfming
decisions. ‘

3

Proposed Approach for Integrating Academic and Fiscal Planning

To be useful, an approagh to integrating academic and fiscal planning skould overcome the
output-measurement problem, include concerns about student access. and recognize the need for
simple, explicit presentations to managers who have limited time and information at their
disposal, To do this, we suggest a ranking approach incorporating several tools basic to
management by objectives, This approach modifies traditional cost-benefit analysis and _rg_ni(i
alternatives, according to three criteria essential to community college decision making:

O
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I benefits or outcomes (sometimes ternied program quality),

. costs, and

Correct planning solutions result only from simultaneous consideration of all three criteria,
The decision is clear if one alternative is preferred to others according to both benefit and cost
criteria and satistics the access criterion as well. Unforunately, the three criteria are not
necessarily atways compatible. For exanmple, it may be that incredses in cbllcgc cffectiveness
(benefits compared to costs) are obtained only at the expense of decreasing access, of vice versa,
Decisions should be constructed so as not to force decision makers to subjectively weigh the

access criterion against the eftectiveness criterii.

+

SuB{;és‘c, for example, that costs and funding are tixed before-hund. It's possible then that
improvements in student access are obtained only at the reduction of benefits or outcomes per
student served, Ideally, alternatives shoutd be constructed so as not to force decision makers to
make such trade-offs. Such choicgs, if necessary however, should be explicit, rather than implicit,
as is so often the césc in existing planning efforts,

If costs are fixed, coltege nmuurx should attempt to satisfy as many desired objectives for
bcnehts and access as possible, (nwn fixed program objectives for benefits and access, managers
should select the least cost nkqnx of meeting those objectives. Freguently, however, major
planning decisions do not have specitic cost constraints, Theretore, a uscful decision model
should handle problems in which values of atl three criteria may be varied,

In the following, we describe

I, how college managers may arrive at a decision once the three rankings of college
operating alternatives are developed, what the decision means, and why it may differ

from that thought to be preferable;
2. factors importunt in estinating costs for cach alternative - developing a cost ranking:

3, use of mapagement by objectives to assess possible outcomes froin each alternative -
} developing a benefit runking:
"ERIC .
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4, factors impottant in unalyzing access and estimating cach alternative’s impact on access
to college programs afforded various subpopulations of the community - developing
an access ranking; and

S, a simple, hypothetical case _example in which this approach is used 1o arrive at

decisions about a community college program for the aging.

Reaching a Decision

O
'

Suppose staff has complutud analysis of several college operating alternatives, designated A
through E,cach dwc!opcd for the same set of college programs but satisfying program objectives
in different ways. Resource r‘cquircmcnts, probable costs, expected results and accessibility of the
program alternatives to students are analyzed for a multi-year period. The following rankings are
presented to decision makers to consider:

+ Costs
Bencfits “( Ratio to) Access

(Most preferred: 1, Jowest cost {Most preferred: R

Alternative  least preferred: §) alternative) least preferred: 5)
A 3 ‘ 1.32 5
B 2 1.30 2
C 4 1,35 i
D o 1.00 . 4
I $ 1.40 3

Alternatives A and [ are discarded because thiey are weak under all three criteria, Staff estimates
alternative D will result in relatively high program outcomes (benefit runking of 1} at low cost (it
is the least cost alternative) for those expected to enroll, but reduces access for several
community subgroups. If alternative 1D better satisfied the access criterion, it would likely be
sclected, Alternative B ranks high (2) in providing access and is the next preferred alternative
according to benefits und costs. Additional thought on the part of both analysts and decision
makers seems required. What happens if D is modified to satisly the access criterion? If the resulting
cost of “modified D™ does not exceed 1.30 and the estimated benefits ranking is not disturbed
modified D appears preferable. However, what if the cost of modified D is pushed over the 130
level of B or the benefits ranking for D revised so that it is no longer the most preferred? Or,
v Q  cannot be modified to do a better job in providing access? In each of these cases, the

EK naker must decide if satislying the access criterion is “worth™ the decrease in
R
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effectiveness (benefits tess costs) implicd in ¢hoosing B, rather than D.

The other alternative that might be considered, in view of its “showing™ with regard to the
access criterion, is C. Again, this consideration requires a subjective trade-off among the three
criteria based upon the judgment of the decision mak:r. No approach can remove completely the .
ambiguity present when access, as well as effectiveness, is refevant, Sybjective judgments by
decision makers are still required; particularly since each of the three rankings is in different
measurement units, The rankings, however, indicate explicitly points where conflicts develop
among the criteria and the approximate value (s) decision makers implicitly assign to access and
benefits when making a particular choice. If the college educational broccss is a worthwhile
investment, bencfits exceed costs and the benefits ranking carries more weight than the cost
ranking.

This approach accomplishes two things. First, academic (benefit) and fiscal (cost) planning
occur simultaneously as they must for optimal decision making. Second, access 10 comntunity
college education becomes explicit, in contrast to its current status: an implicit and ambiguous
element to which policy makers freque ntly pay little more than lip service. The approach would be
used primarily for major decisions about college policies and programs, partilcularly where
specific policy objectives are not yet selected. The approach may be used also for minor decisions
after some modifications. '

Decisions” about internal or technical efficiency should be distinguished from those about
effectiveness, a subtle but important diffcrence.®* A community college may teach drafting (or
any other program) in the most efficient manner possible, using the latest media and an oplimal
mix of faculty and instructiona) asids, and, be internally or technically cfficient at teaching
drafting. However, if few students want to take the program and there is no demand for
draftsmen in the community, region, or possibly even throughout the state, then the college is

not effective, even though technically efficient,

Effectivencss, by contrast, requires the additional step of determining that combination of
transfer and occupational individuals that is *'best™ for society. Best, in this sense, combines {{}

the educational preferences of individuals in the community, and (2) the apparent needs of the

iy

*The term effectiveness is used 1o describe What is normally deflined as “‘economic
efficiency.” This includes serving the educational tastes and preferences of the community as well
: Q ling college activities in a technically elficient fashion,
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community and soclety in general for the two kinds of education. Suppose that a management by
objectives exercise of needs assessinent, objective setting, and staff analysis indicates that roughly
equal numbers of college-cducated occupational and transfer individuals satisfy both preferences
of individuals and nceds of the community, region, and state. Of a group of 800 students,
cducation of 400 transfer and 400 occupational individuals would then be both technically
efficient and cffective, Education of 600 transfer and 200 occupational individuals would not be
effective even though technically ¢fficient since the college is conducting more transfer and less
occupational education than the community prefers or needs. Production of 300 transfer and-
200 occupational individuals wouldn't be either technically efficient or effective.

College managers should consider effectiveness, not technical efficiency, when deciding
which alternatives to pursue. The criterion of effectiveness cannot be satisfied {except by
accident) unless the needs and preferences of the community fei community college education
are well articuluted. Needs assessment and specifying objectives  within management by
objectives provides this articulation, Indeed. it is doubtful that the effectiveness of a community
college may be determined without resort to the basic initial steps of management by objectives

or similar procedures emphasizing community needs and prefercnces,

Even if policy makers determine how their college may be effective, lowever, this isonly a
part of college objectives. Colleges also extend and redistribute economic and social opportunities
Jo individuals by providing them access to an education, This objective is termed providing equal
access or equal educational opportunity, Low student charges and libﬁcral admissions policies
extend college educational opportunities to individuals who, for various reasons, would not have
“such opportunity if community <olleges did not exist or existed in a different form. “*Open door”
comnmunity colleges stress cqual access by admitting students without employing the usual
barriers of age, previous academic performance, income, and location. Consequently, community
colleges face considerations of guidance, ¢ounseling, remediation, and costs of attendance unlike
those of “four-year™ institutions. .

'
.

Equal opportunity is not subject to the usual effectiveness analysis. Rather, it is analyzed by

less precise, but equally important, equity conditions. These are measured by improving access to

~college programs for particular socioeconomic subpopulations of the community where such

opportunities did not exist previously. This requires explicit recognition of varying individual
needs, preferences, capabilities, and backgrounds. Objectives for access relate not so much to the
-effective handling of certain numbers of individuals, the "“how many”; but rather, to the
» Q
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Efforts at improving college planning wnd decision making need to recognize not anly
whether or not community college education is provided effectivel# but also by wihether or not it
Is provided equitably to all individuals of the community. l)ccisimj:uc complicated if stalf
experts can’t present analysis and recomumendations, so that Lay boards of trustees who set policy
may understand the options available. Resource allocation decisions may not be based on reality,
but rather the decision maker's perception of reality as he inderprets the information. The
decision is then so based and implemented with .thc result that perception becomes aperational
reality.

.
.

Pl

Feasible options must be presented to decision makers in simple; explicit, and jargon-fre¢
terms. However, data for planning decisions are estimates and projections, seldom, if ever,
, certain, Thus, another complication, uncertainty, arises. Most individual decistons are made under
some degree of risk or uncertainty, whether the individuals be chief executive officers, lay board
members, or voters. In cach case. there are combinations of anticipated possible conditions and
college policy alternatives of courses of action, each of which may be assigned a value by the
decision maker. This assigned value is analogous to the benefit-cost calculations discussed
elsewhere in this chapter, The decision maker or analyst assigns a probability to cach possible
condition. Most community college decisions are made under sone dcg_r‘;fc of uncertainty

depending on how staff andpolicy makers fecl about a condition actuatly occu‘rring.: .
Ranking Alternatives According 1o Cost

Ranking allcn‘mm'cs according to cost, from lowest to highest, requites projeclions of
various kinds of costs. both public (€6 the institution) and - private (to 1he individual). The
projections depend upon the length of the planning period and care must be exercised to include
only those costs incurred during that time. Cost runking procecds only atter alternatives haye
been developed and their resource requirements dcl'incd"-\'/arious aspects of costs with which

\
analysts need to be familiar when exansining alternatives include the following: 7

Public Costs
.
A college’s public program costs rely on estimates of resources required | for college
operations and the market prices applied to those resources. The most obvicus program cost, of
cottrse, is that for current operating activities of instruction and community seevice, For most
community colleges, annual operating costs per student exceed $1.000. By contrast, capital
: cxmm&turcs for instructional and community scrvichaci!iiics may be as little as $200 anpually
" ERIC ,
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per student when the file of favilitics is considered, Although they cost less, the tailities

investments, particalarly in the implementation of new programs, is inpartant,

bl P "’

‘A seldom considered kind of public cost is due to the presenve of college proprams, and is
borne by the community in general: ¢ 1) possible increases in loval tax rates die to removal of
facilitivs from the potential local tax base: (23 increase in pelice, Fireo and other ol servives
brought .‘150u( by 1he presence of the college program:and (33 the implicit costs ol the time and
¢ffort of community individuals in the promotion of college-reluted objectives, ranging from
voluntary leaching to the expense-paid efforts ol individuals who spend inordinate amounts of
personal time. Included s time spent sesponding to guestionnaires, partivipating in planning

committecs, and promoting progrums and/or funding proposuls.
Private Costs

Accurate cost estinates require considenation of privite costs as well as the pablic costs of
college attendance. Private costs, Hhe major portion of total college. costs, include: (1) the value of
earnings and leisure a student must forepo while he is enrolled; and (2 those direct costs sueh as
tuition and fees, books, supplics and materials, tinsportation, additional or perhaps more
exp&sivc housing, cte, which an individual would not ineur it he were not a stedent. Normal
costs of room wnd board and other so-called out-of-pocket living expenses are not usually
attributable to community college policies or progroms since individuals would incur such
dxpenses il not enrolled. Typical community college information systems needn't contain datys on
private costs. More likely, such costs are developed in relation to specitic :l}[cm.;li\\‘\ inan ad hoe

fashion,

Fixed and Variable Costs -

The costs of any alternative should be the “opportunity costy™ rosulting from its
implementation, Opportunity costs are the value of those uetivitics or opportunitios Hiat must be
foregone to implement an alternative, Such costs consist ol o bisic componenis: (1) variuble

costs, and (2} Fixed vosts.

Variable costs are f:cncr:llcd by resources whose panldity can be adjusted or changed duzing
the planping period. Fixed costs, by contrast, arc generated by resouries whose quanlity cannot
be adjusted during the planning period, Whether resourcees are fixed or variable depends upon the
Jorarh @‘ the planning period. For the typicul one-yeur operating budget plan, most of the

ERIC
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community coflege's physical plant is fixed as are certain staff, due to long-term contracts or
other.semi-permanent employment arrangements. Other staff, particularly those under part-time
of temporary employment provisions, are a variable resource. For a longer five-or ten-year
plannidg period, most r.sources are variable with the exception of that physical plant and
equipment inherited from a previous planning period. Cost analysis must include both fixed and
variable resources. Costing the variable resource is casicr than the fixed resource because the
latter’s period of service extends%nd the planning period. Generally, the amortization cost of
the fixed resource should be used;i.e., that portion of its total acquisition cost correctly charged
against the planning period given the life of the resource.

Total, Average, and Marginal Costs

Total, fixed, and variable costs data allow derivation of marginal and average costs. Cost
rankings of decision alternatives generally use total data. However, some planning problems need
marginal and average data as well. For-gxrapple initial equipment and other fixed costs in drafting
may be extremely expensive, while the variable costs of adding additional students to the
program are minimal due to increasing sizes of course sections, and perhaps because those in the
drafting programy may not extuggsively use library resources, student services, or other supporting
services at the  college  to any significant degree. The average cost for each student is high
while the marginal cost of cach additional student is low. As students are added to the program,
the imgpact of the fixed cost becomes less important until the two costs (marginat and average)
are equal. College anagers usually must make decisions about increasing or decreasing program
size at points where marginal and average costs are not the same. It is essential to know the
approximate difference between thc two measures, even . though it is more difficult to measure
the marginal or incremental cost.

In contrast, a decision to establish or terininate a drafting program is normally based upon

total rather than cither average or marginal cost and benefit data. Decisions on efforts to achieve
[

broad collnge objectives such as enhancing the cducutional‘c!xpcrienccs of the elderly would also

use 1o1al cost data. “

v

Cost Units

The choice of units in which costs are mc.ssun'd depends fargely upon the probiem It
programs involve only instruction and not othey cl&m;nls of the college operation (the extreme

c Q ent credit or contact hours are useful unit _,9r quantity indicators. Proposals involving
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botlh instructional and noninstructional costs and  perhaps also utilizing community Facilities are
cast more appropriately in turms of- costs per iuII time equivalent student or per head county

student, the lormer Imvmg been .idjllsh‘d from the latter for the extent of student part-timeness.

Units, such as Losts per degree or certificates granted, popular in four-year institutions may
be mlslcadmg for Lommumty college planning. Fven the cost per completion, with completion
defined imuginutivcl'y, is likely to miss the mark since even those failing :’8 complete a program
probably bencfit to a certain extent, 1~xdudmg tlum dlstorls the rcast-benefit analysis by

understating 1he benefits,

It is possible, however, to use the student credit unit as a measure of ouiput so long as the
credit unit is not defined in the traditional sense. For example, Mt. San Jacinto College allows
pariia] credit for most courses offered. A student may earn one, two, or three units in a
traditional three-unit course by achieving, certain measurable and unmeasurable objectives
specified by the instuctor. The use of unmeasurable objectives generally incorporates the
affective, as well as cognitive, elements of college instruction. A student who masters one-third of
the course content receives appropriate credit, rather than nothing as He would under |rad|!1onal
credit and grading procedures. Thus, fof Mi. San Jacmto, the credit unit measures oulput since it

is defined in terms of the skills and attrifutes added to students taking courses.
Direct and Inditect Costs

Ancther popular but sonretimes misleading distinction s that huw_‘g’n. “direct’ and
“indirect”" costs. One definition suggests those costs casily attributable to col'lcgc programs are
,direct whilc.!hosc more difficult to attribute to the program  requiring progation or allocation
- are {ndircet. The criterion is, thus, the energy of college statf. Another definition labels
instructional costs as direet and noninstructional costs as andirect, This apparently refers to
classroom expenditures, since tha hibrary, mlnmhm or adnnissions and n.mrds ciforts all have
their own direct snd indirect upcmhturu The dirgct-indirect definition appears to be a function
of the particular planning probleni and of general use primarily for certain institutional funding
situations, such as the Vouational Fducation Act program, ®here federal grants provide
additional overhead funding based upon indirect cost calculations. '

’

How Costs Differ Among Alternatives

A gosl ranking requires estimates ol Jow costs differ (1) from one program alternative lo

LS . . . -
arE lc‘d (2} from year 10 year, Private costs of Foregone camings and opportunitics. while

RH

Aruitoxt provided by Eic:



81

the nigjor shure of total cost, may vy fittle fram vne alternative to another, though sometimes a
student may have to forego  income andfor leisure more under some afternatives than under
others, Differences in priviate costs are more likely observed for transportation outlays, parking

feos, housing, and extrordinaty subsistence,

Some proposals may change private costs due to changes in poblic costs. . For exanmiple, the
tendeney to place more relianee upon tuition and fees when public funds are short dovs not
change total cost, but simply shifts the burden. Other shifts are more subtle. Regional planning
and Jocation of certain prograns may result in saving college funds by climinating duplicate, high
cust, low enrollment programs, However, private costs for students may increase becanse they
must commute farther or move from their parents’ home to attend a program given by a college
that is in the region bul not within commuting distance. Here college {public) costs decrease and
privife costs 1o the student incrcase. Such cost stufts ditfer from program alternatives which
increase the technical efficiency of the college by decreasing the total resourees and lunding
required to turn out given number of desired vptcomes. Increased technical efficiency may
come about for various reasons, including improved cducational technology resulting from new

methods, better organization ol the college, or increased séale of operating uctivity,
Cost Prediction

Pluyming requires cost prediction, Most efforts begin by estimating Future ¢nroliments,
applying enrollment: Taculty ratios and fuculty: supporting stalf ratios, than applying sataries and
wages (o resulting staft counts. Fucllity and equipment otitization standards based upon the
number and mix of students in various programs sually provide the basis for facility and
cquipment ostimates, bnosimadl colleges, these estimates usually are done by hand. However, Lhese
aid other coleges mayitind it usetu! to employ one of the several cost simulation models now
available. These mudbll, nonmally computer dnven, estimate resources required under differing

assumptions about operating poheies, e, student: Faculty ratios, student; space ratios, cte,

While these models are helpful, several problems remain. Total Tuture enroliment must be
estsnited, Fven the modcd wath student flow components deal only with mosvement within the
vollepe, The user must provide data on rates st which students move, Larollment growth liiis
stowed and attendance patterns Tor both traditiondl college-goers and formally noncollege-goers
are changing, Thus, estunating total tuture enroliment and the character of first-time enrollees is

pethaps tie most ditticelt 1ask Laced by college planners. In addition, none of the simulation

Q  wlude prav s k;&h;;h ty vary awmong plannng alternatives: nor are the models

EMC ed to handle future changes in colleee organization or nantraditiondl delivery systemsin
. . 8qQ
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which students” attendance patterns are quite ditferent and nongoblege fucilities used 1o 4 much

greater extent,
Ranking Alternatives According 1o Be. ity vr Qutcomes

This section describes the various Kinds of college benefits or outcomes and the problems of
measuring such outcomes. Spedified objectives, developed in the management by objectives
approach, appear to be a promiving wuy to solve many measurement problems, Specificd
objectives are uselul in constructing the quatitative runking ot alternutives acconding to expected

outcomes,
Types of Benefits or Outcosies

College education "adds value™ to individuuls in the way of skills and capubilitics necessaty
for purticipation int society and for effective f\cll'orm.mcc as miembers of a labor Toree serving that
highly technological socicty, Tls value added - to the human capital of spealic individuals
results in outputs or benefits gecruing over a lifetime both to the individual who received the
education and to society in genvral. Benefits accruing solely to the individual are termed
“private,” those acerning to all individuals in generat are temmed social Ueollective,” or

“public.’

Additional lifetime carnings, social and cultural amenitios not avatlable to those without
colleze education, and the personal satistaction derived while attending college provide measures
of private bencfits. Social benefits are less definitive, but thought to include: improvements
communication which facilitute polttical and market processes: reductions in public costy for
crime prevention, welfare, etes increases in civie, vharitable, and cultural participation: and

improved formal education of ¢hildren by better-cducdted parents.

A third category of benefits are also pubhe or collective, but do not rosult from formal
instruction. Rather, these bonehits acerue to a community from the mere preseiee of the college
program(s) as generally distributed economie and social benelits Lo all in the vicinity of college

prog-ams.

Problems of Mcasunng Beacfits
Muasuring benefits or autcomes in a valid and timely way is a major difficully tor college
) . . . .
p!l: \I‘deditional lifetime carnings which result from a college educdtion have been measured

,
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with some saccess, Genenlly, howeser, 0o quanbitabive eastires have been deseloped tor the
other components of prvate benehits nor lor vittually wuy of the seaal benetit congonents,
Many of these benchits accrue bath to individuads and to sodiety over the entire hitetime of
individuals who attended community collepes, Fven o guantitabive weasures o andiees were
avaflable, the job of gathenmyg statistivs would ke so nany yeans thad rosults woulda't be
available Tor decisions which must be made in“the near tuture, Fherelore, indirect or prosy ™
measures must be utilized. Such measures concentrate on the potion of “value added,” desenbed

by the “skills and capabilities’

imparted (o students undergoing the collepe program.” These

proxies have the advantage of being measured durnng a student’s atitemdance.

There have been nunterous attempls st speatying sude prostes. Generally, they fall into
three categories for community colleges: (1 generabized and speviatized development of
individua} skills and attitudes, the benetits of which are reabized largely after college (2 benefits
accruing to students while enrotled; and €3 benefits accruing 1o the community, Asti (1972)
deyelops a useful format dichotomizing “student outcomes™ nto copniiive and affective, each
measured by behavioral and psychological data, Wallhous and Micek (1973 have produced a
similar tumnmﬁ)’ for the Nationad Center for Higher BEducation Management Systems, Whatever
output proxies are used, analyses and decistons must recognize that they are just that, practical,

but indirect measures of tinat output.
Benefit Prediction

Proxy measures for benefits can be used to analy ze and evaluate onsgoang or completed
efforts, For this. they are relative, mc.nunm { D) student development between two points in
time, sometimes termed testiog in amd lL‘\lIHL out,” or (23 groups of sudents m difterent college
settings or even dilferent colteges, Such evaluation v wwefud for deasion analysis. Planning
problems, howuver, require aset of expected benetits or outcomes from the program alternatives
to be imnlemented i the tuture, The appropriale comparison s between alternatives, not

between points in time or between collepes,

The suggested analytical approach produces an ordonal rankiny of alicmatives secording to
the expected value of benelits resulting from cache Winke this requires subjectine judgnients, the
effort is useful if systematically pursued by statt acvordhng to ground rules known to and

endorsed by colfege policy mukers,

Usin llu Specified Objectives Trom Management by Objectives
E e
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Sl may seledt dny nwuber ol methods toosystennilially estimate benelits ur outcomes.,
Student-related benelits of outcomes, tor exasple, are o tunction of both institutional and
student characteristics, both of swhich are attectad a Jiterent wass by difterent pobey and
program alternatives, The suppested solution relies upon obsectives speciticd o the mragement
by objcctives exervise. The tranagentent by objectives provess extablishes objectnes for cach fevel
of the muanagemont hierarchy. Fhese obrectives are then wsed to mieasure anticipated onteomes
and, with greater speabication, totm & commuon yardsbich agannst which cach alternative s
examined, This is o Ybefore-the-fact”™ estimate of the extent to which cach alterative will satisty,
or pa'llf?‘f!y satinfy, the set of ohjectives. Seseral tedhngues for reachimg comsensus on objectives
have been descnbed, Repardiess of the techmigues used, managers, ftaculty. the conmunity, and

students should agree on the importance of cgeh objective prior to anady 2myp alterinatives,

An objective discussed s Chapter BV was 7to chable students va pet ther lirst two yearsof
higher education at iow vontsecure i the hnowledpe that they will be able to trnsfer smoothly
and successfully to g f’mrﬁ}c‘xr school™ “Tow cont™ amd “smeath and successtul trgnster™ need
greater spectication for practival vees Muoasarable ohpctuves tor simoatli and suceessiud transter
are suggested to beo (1) the perventaye of thow desmny (o transter who acteally pet into the
four-year sheool of thear fist Chowe, €23 stadest tevlings of sevurits with respect to prossible
transfer, €31 the poreentaee of those complotine tronter regmrviyats who actaadby do transter,

and (33 the perdentage of Orehit Bowes that ore sotasdhy avcoptaod By thie Looscar imnlitutaon,

'_I_‘hj'r Ranking
Suppose g oset ot sy M provrier obctines e selectn b e b ot import e ot the 20

objectives must thon be dotormensd unboay cacloas cogndn pnpettant Y Adtter thas program

alternatives are aralvzed Lo ditermae the dearce to il cuci s cvpanted Toosatindy the

objectives, Subjective pudpimonts are rooured Bal e oo s structurad ondt eapbot o cadh

Ed

aftermative s oanahzad ot the e st ot ha e By e s phanness Sy slternatives

only partialiv satesty corfam cbpo o T8 e rnien s Yo b Dt o ol e s resul

from an anabvony ot bop frotiog) e e
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Sintitagly, specitic obivetives tor costs and access iy be utilized when ranking alteratives under
those criterio. The desited resull, firespective of method used. is o list of alternatives on a seale
from “most preferred”™ 1o least preteried”” according 1o a set of objectives or outeomes iind

analy tical techinnpue Tor ranking garced to betoreiand by all participants,

Ranking Alternatives According to Student Aceess

v
.

The thicd aiterion for decision making deabs with student aceess, Similar to benefits and
costs, aceess nay be analyzed by numerous techniques, We supgest one afternative, in which
satisfuction s measured by whether i policy alternative increases, maintains, or decreases aceess
to community college: education for various sociocconomic subpopulations in the service area,
Other methods niey be equaly useful, but the Tactors to be considered will likely be used under
any method.

“Community Subpopulations

Several guidelines are available to Jivide college's service arca into subpopulations or
contiunity groups, One possible guideline is the properties of the family unit and their effect on
college attendance, Social-psychological dynamics arising from the family’s sociul-cluss position
and parents’ values and aspirations operate to intluence the child’s expectations and ambitions. A
family’s socioeconomic status seems to influence all other Tactors i1 the question of who goes to
college: first, cconomically and second. in ternis of the family's values, expectations, ambitions,

and aspirations tor its offspring.

All these fuctors correlate significantly with _fmusing. Thus, community subgroups could be
developed as mutually  exclusive geographical groups cach made up of houscholds where
individuals exhibit Sharacteristies that are relatively homogencous, Theoretically, one could
CXAUIINC dCeess fr;r cach houschiold i the seeviee arell, but this is not feasible, Consequently, it
seemis best to hold conmunity groups to a manageable number, pérh;lps a dozen or less, and

andlyze aecess for cach group,

Communily groups my be aggregations of 1970 convus diata on “tracts,”” “enunteration

districts?” or Ublocks™ tor popuatation and housing characteristios. Other dats may be useful,

particularly thot generated by city. county. aud regional planning agencics.

]: TCWMC“M access analysis first requires review of the accessibility of community coliege
ERI
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socioveononucally homogepcons neighborhoods are idennficd as bemg: (1 admitted, and ()

completed specitie programs, ‘

The 1970 censusy vcontains g question about coltepe fevel attendance, It should be passible,
from district enrollment data, to tie enroblees to Joval addresses aggrepated by conmmunity groups.
Observations on full- or part-timeness, duy or night attendanee and the distribution of students
among progratus would then be possible, Constramts that operate within cacly community group
and contribute to aboveeor below-average college-going rates are identified. For example, is it
pamarily individoal, institutional, tinuncial,  geographic. or some combination of the lour

‘.

constraints  that causes individuals in community  group X7 (not) to tuke postsecondary
cducation, particularly at the Jocal community college? Are all or sonie of the comstraints niore

< important in their impact on V'going’™ rates in one arca than in another?
Barriers to Aceess

Any obstacle perecived as a barrier by a potentidd studeat s a barrier worthy of attention,
Burriers range from the absolute Lack of 4 college within reasonable traveling time  to the
relative  cumbersome admissions procedures, Martyin's coneeptugl scheme (Martyn, 1966) to
identify barriers cites four major barriers: €1} financial, (23 academic, (3) motivational, and (4)

geographic,

Financial barriers include both direct .md mdirect costs 1o the student sacleas tuition, fees,
<lmok costs, room and board. cdothing, transportation costs, and toregone income. Included
amorig the academic barriers are factors of poor preparation and fow previous performanee in
addition to constraints associated primarily with the institution such as the possible cultural
biases of the counselors. Other avademic barriees such as the impact ot high school counseling,
college admissions, financial atd and entrance h‘stingJ\rm‘édnrcs. ara the reading levels ol the
fiecessary adimissions forms may all constrain access {Knoell, 1‘7’:-\‘). Motivation influences
attendance through peer grouﬁ and parental stimulation. recognition ol the potentisl student's
past achicvements and influence of cthnie commumity wdentity, Geographae barricrs indude

actual distances to campus and factors such as weather and topography altfecting transportation,
The Ranking

Communty subpopulahions are defmed and the existing aceess and barners wdentifwd for

N oo Plannees thes gy analyzg the possible impact of cach proposed alternative upon
uE MC cach subpopulation group, Results of this analysis could utilize 3 matnix in which, for
Qy
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example, five program alternatives, techaiques for delivering college services, are analyzed with

respect to their impact on each ol six different comniunily subpopulations:

Program Alternatives

<
socioeconomic

o &= |>|>
>

subpopulations

9

e

—
c
©
o

i)
IR

where, a program alternative increases T . maintains Q, or decreases \bat‘cc&\‘ for cacl of the

community subpopulations identified.

Thus, alernative A increases aceess for subpopulation b, reduces aceess for those in

subpopulation ¢, and has no apparent impact on those in d.

Suppose college managers feel the access criterion is satisfied 11 an alternative dovs not
decrease access for any subpopulation, The following evaluations and ranking result from the

above example:

-+
Afternative ' Sitisly Criterion? Rank
A v no 4
B yos 2
C 5r: . i
’ o ‘I) no 5
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Alternative C seems prefesred from the perspective of student aceess, B is only slightly less
areferred, the difference being that it does not improwe aceess Yor subpapulation ¢ (and € doves),

B and C have simitar impact upon aceess for all other subpopulations.

Like the benefits analysis, this effort is subjective but useful it explicit, structured, aﬁd
conducted in a consistent lashion. Questions of access to community college edacation normatly
inctude both the possibitity of attendanve {(the college-going choice), and the Kinde of programs
available once the icdividual enrolls. In this approach, however, programn availability is examined
in the benefits analysis so factors intluencing the individuals’ college-going decisions are the

important factors for access.
A Case Example: Progranty for the Aging

A simplitied and hypothetical case example iltustrates the ranking approach, Staft performs
the required preliminary analyses and needs assessment, programs a manageable set of feasible
alternatives, analyzes these according to the three criteria (benefits, costs and aceess) and presents
the result to college decision makers. The cholce may not always be that expected, as depicted in
the example. o

Community College X explores initiating a new program tor the elderly residing in its service
arcd, No such programs exist currently, but college staff working with local planning agencies
estimate that 65<yc:1‘r-old and older citizens will increase from 10 per cent to 30 per cent of the
area's populution-dl.lring the next three decades due to the aitractive housing and climate of the
ared. Th 50 to 65-year-old uge group, many of whom are early retirees, is expected to increase
similarly. Most of the elderly are scattered throughout the community’s urban arcu, although an
increasing number reside in mobile home parks, condominiumdevelopments, convalescent homes
and hospitals, and other types of senior citizen developments, It is anticipated that most of the-
increase in elderly population growth will be located in such developments.

v

Needs Assessment

Assisléd by elderly volunteers, staff completes a survey of the cducational needs and
preferences of the clderly in the arey, finding interest in a wide range of passible college
programs. Desired programs are Hobbies, recreation, personal developrient, certain avocations,
pre-retirement guidance, and heeds-oriented  human  services such  as transportation and

‘@ :nt opportunity information. Courses most frequently requested cover basics such as

LRIC |
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preparing
aged, and

income tax returns, hiealth for the aged. consumer concerns, retirement benctits for the

use of leisure time. Courses with a credit option are preferred and theee is little interest

in degree programs, Small group activities with considerable student participation are preferred.

Specifying Program Qbjectives

Staff

and community representatives formulate two  dozen specific objectives  from

information developed in the needs assessment. ©.veral such objectives are clustered under each

of the following six miajor objectives: (1) learning new hobbics, avocations, and recreational

pursuits, (2) leaming new or missed educational skills: ©3) interacting with the younger

generation; (4) deriving satistaction from the joy of learning; (5) combating loneliness and

alicnation: and (6) feeling useful and relevant. To analyze program access, stafl identifies nine

~ groups of

community elderly: two living in two large retirement developments: one group in a

large mobile home park; and all otHers distributed taroughout the urban area, categorized into six

reatively

homogencous subgroups according to housing, transportation problems, age, and

generad socioeconomics, all highly correlated in vach case.

Programm

ing

Staft

3

takes the needs assessment information, specified program objectives. and advice of

elderly representatives from the commuanity to design the following four prograni alternatives:

O

Instructional courses offered totally at night in otherwise unused classrooms on
4 ‘

campus located at the edge of the urban area. Courses are taken from a variety of

disciplines. including some already in the catalog plus two dozen new courses

specilically designed for the sged. Counseling services are provided though limited.

A less extensive program of courses covering mostly hobbies and recreational activities
all cohducted in community facilities atabout three dozen locations, including the
major clderly centets,

A few multi-discipline instructional courses on campus during the day along with

cotirses in some two dozen community Facilities.

Similar to “¢” but with considerably more avocational offerings on campus,

off-campus offerings similar to ¢, .ind an extensive recreation and community service

ERIC
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program conducted =t the various centers for the elderly, supplemented by

transportation, health, and employment information services.
While many more program variations could be designed, the number is held to four to
provide decision makers (in this case, the college board) with a simple but useful picture of the

issues involved in 2 wide range of alternative costs and outcomes.

Analysis and Decision

Analysis of the program alterratives results in the following:

Rankings of
Elderly Program Alternatives

Benelits Costs
{cbjectives (ratio of each Acoess
satisfied of the to the least cost (most preferred: |
24 spetified) alternative) teast preferred: 4)
A : 19 1.00 4
B 16 1.20 2
c 13 1,25 k!

D 2 £.60 I

Alternative A is least expensive due to larzer class sizes conducted ut virtually no facilitics
expense. Night programs, need to provide transportation, and lack of community coverage results
in A’s being the least accessible to potential participanis, aithough a relatively high numl;c] of
program objectives might be satisfied for those who did manage to participate because of broad
subject matter coverage. B is 20 per cent more cxpcnéiw than A, but provides good uccess at
Tocations throughout the community. Staff and clderly representatives agree that B wauld:not
satisfy about one-third of the desircd objectives, particularly improving intergenerationat
communication and learning new cducational skills. Alternative C is less desirable than B under
*all three criteria.

O
mosi desirable alternative (D) in terms of benefits and access is, as one might expect,

qe ‘
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the most costly. Faced with this dilt‘mll.l:l, the board has staff develop a fifth program aiternative
by modifying D to (1) reduce the number of daytime courses by combining several courses
resulting in larger class sizes, (2) add several night courses at the clderly centers, and (3) use
elderly volunteers as faculty and counsclors off campus, reclassifying off-campus courses (o be
noncredit or credit at the option of those attending, These measures reduce PY's expected cost.to
just 1.30 (i.e., 30 per cent more than that of A). Expected benefits or outcomes from D are
Increased ;ﬁghtly by the elderly participating as faculty in addition to being students and better
sétisfying the objectives of combating Io.nelincss and alicnation and feeling usetul and relevani.
The board feels the cost is now feasible and sclects D, as modified, demonstrating a high regard
for access to programs and program outcomes, The least cosl program alternative, A, while
attractive in subject content, is not undertaken because it is not sufficiently accessible to the

elderly — those it should serve,

White much of this excrcise is qualitative and subjective, the process does clearly identify
the important issues which, in turn, leads the board to examine the cost-program trade-offs and
select a modified and much superior atternative. Further, staff and elderly representatives from
the community develop two dozen specified objectives, providing the basis for both planning
decisions and later c¢valuation of actual program results. This facilitates possible reformutation

[ ]
and improvement of future programs for the aged.

Summary
" This chapter suggests a way to treat college planning decisions in a dual context to combine
(1) academic and fiscal concerns with (2) college effectiveness and student access. The vexing
problem of measuring college outcomes is solved by using program objectives specified during the
management by objectives exercise. Needs assessment, vital to community college responsiveness
to the educational needs and preferences of its community, is an integral part of the process.
Rankings of program alternatives, according to each of three criteria (benefits, costs, and access)
“are suggested to mect the difficulties prescnted because college outcomes and the value of
“student access can't be measured in dollars as are costs. These rankings provide an economical
and explicit means by whiciy college managers may examine alternative investments and results to
identify the best feasible planning choice. This approach would be impossible or at best
extremely difficult without the tools of management by objectives.
Q
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CHAPTER VI

SUMMARY

The complex and conficting challenges presented by the demands of the public and their
elle-éjte}c‘i;; representatives for more effective accountability, the increasing problem of scarce
resou’- es, and demands of faculty and students for increased participation in the management of
comimunity colleges have all combined to make effective community college management more
necessary than ever before in the history of education. Among major problems to be solved in the
1670°s are the problems created by student and public dissatisfaction with results of dollars spent
on education, the sceming confusion and ambiguity over college objectives. the frequent inability
of the colleges to articulate to the public both the reasons for needs and the outcomes for
increased investment m educahonal programs, and the problem of developing a more integrated
educational program Whlk lhe forces of vested interests and compelting demands interact within
the college. All of these problems make it essential to find more effective management techniques

to help clarify institutional purposes and to unify educational effort.

One technique which has been suggested by a number of authors to help meet some of these

management problems is management by objectives. Whether management by objectives will lead

to fundamental change or whether it will become another educational fad is currently a lopic of

great debate. To some, management by objcctives holds the promise of a planning too! that will
allow for the measurement of the relative success of educational programs, for greater
organizational self-understanding and communication, for the uncovering of new necds. and for
more e¢ffective planning and assessment of innovutive educational programs. To others,
management by objectives raises fears of an emphasis on the trivicl, of a bureaucratic
paper-shuffling nightmare, or of system analysts choking all of the inteliectual vigor and ;cademic
freedom from the colleges.

1t has been the purpose of this volume to revicw the process, progress, and problems of
management by objectives as a nianagement techniqué. A primary thesis of the book is that
effective managemenl can be improved by studying the discipline of management, including the -

major functions of management, the human dimensions of management, and the modifications in

management practice imposed by the differing contexts where the management process occurs. A

“ERIC
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business where much theory and management practice has developed. While the effective
educational manager should understand the discipline and theory af management for important
insights into effective management practices, the applicition of management theory to the world

of education must be modified to fit the special world of edueation,

~
r

The business management practices used in private industry cannot be superimposed on an
academic community. The products of the two environments are different. The product of the
education world is less tungible and more diverse, and not casily measured by the return on
investment, In Busincss, there is great control over the production process, while in education the
raw materials coming to the institution possess a great divensity of student backerounds, faculty
abilities. and community resources, In addition. the tradition of academic freedont and the
naturc of cducution make any attemipts at imposing uniformity undesirable, The nature of
authority also differs between the two contexts, with the business organization generally
governed by a bureaucratic hierarchy. and the educational organization geared more toward a

combination of the colleghal and burcaucratic-participative kinds of authority.

Finalty. and most impottantly, the two kinds of social institutions exist for different
purposes. Business exists to provide the material benefits desired by society. Migher education
exists to provide primirily the inteHectual and cubtural benetits desired by society - the heritage
of knowledge, values, and the creative and artistic expression conserved from the past and
projected into the future. Because the goals of the two institutions are different and because the

financing is different, the tiethods of managentent must also reflect these hifferences.
Scientific Munagem®nt

The study of management is a fairly pew discipline, and the study of educational
management is a very new discipline. Despite resistance, management has to be a functien at all
levels, The commonly identified functions of management including plaaning, organizing,
communic;)ting. motivating, and cvaluating must be pcrforhacd by all scgments in community
college education. Given the préssing problems of our times, it is imperative that the fundamental
functions of management be systematicully incorporated into community college management
pfacjiccs and not leit to chance or accident. The justification for presenting the management by
objectives theory as apphed to community colfege education is only secondarily justification
based on efficiency and managerial competence. The prinury justification of management by
]: \l‘l . in community cotleges is an educational justification i its contribution to
e 2l programming: in its contribution 1o educational  plannine. coordination, axl

. TR X
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evaluation; and in its contribution to student learning. Unfortunately, there is often great
hostility and debate over munagement by objectives, awl much of the hostility and debate
appears 1o center around semantics. There appears to be great confusion over JLM what
management by objectives is and what it proposes to do.
.

Management by objectives is best defined operationally. 1t is a provess whiclt provides both
a framewortk and a methodology for systematicatly performing the basic functions of
management. Management by objectives in an educational setting begins with the assessment of
the cducational necds in the community. Based on these nceds, a philosophy or ntission
statement is developed, an inventory of resources is cotupited, and a plan for implementing the
management program is drawn up. Clearly stated institutional objectives are thén developed. Tor
cach institutional objective, sets of program objectives are then developed which inctude support
functions and course objectives. Provision is made for periodic review throughout the year and
for systematic evaluation of the extent ol achievement of objectives at the end of the year. A
final part of the management by objectives process involves feedback to the individuals and
program managers involved in the achicvement of objectives, and systematic  revision,
readjustment, and reassessment on a yearly basis. Two approaches ta implementing managetnent
by objectives currently being tested are the measuzable institutional objectives approach a1 Mt,

San Jacinto College and the participative approach of the Coust Conmmunity Coliege District,

The Measurable Insti

tional Objectives Approuch: to Marmigemient by Objevtives

The measurable institutional objectives approach to wanmagement by objectives, developed at
Mt. Sain Jacinto College, cevolved over several years concuirent with the effort to develop
measurable objectives Tor courses and an individualized instructionad systen of mudti mcdik.‘l. The:
development of a managenient by objectives system ut this small commumity college was

undertaken without special funding or additional staff,

From the first, Mt. San Jacinto College rejected the concepl of using the management
system as an evaluation device for mid-nanagemant or for instructor evaluation. This stance
against the usc ol management by objectives as an instructor evaluation device was responsible
more than any other single fuctor in First reducing faculty resistance te the system and in paining

- their cooperation and support,

Q s of formal community nceds assessment questionnaires tsed so extensively in the

VO 2-
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“participative managenient™ model of managenient by objectives was also rejected by Mt, San
Jacinto College as being too time-consunting for the very limited and possibly dubious results
achleved, An informal process of community meetings augmented with records of the cl.ss'}e and
specal services requested by students and commanity members was used in lieu of uﬂnmy iy
needs assessment questionnaires. . ¥

One of the major stumbling blocks to utilizing a management by abjectives system for
education has been to find an appropriate output measurement device for instruction, The staff
at Mt San Jacinto College believed that if college courses have measurable objectives for most of
‘what students lear, if grading criteria are specifie, and if both have been verified by outside
experts, then “units completed” and ‘‘grade average’ may provide the most useful output
measures for instruction. Measurable objectives are sought for “most” of what the students learn,
However, some student learnings are in the “‘currently unmeasurable’ category. There are also
some institutional support program objectives which are currently unmeasurable because
effective measurement tools are not avaitable. Admitting that there are course objectives which
are currently unmeasurable sigaificantly reduced faculty concerns about working toward an

institutional objective approach to management by objactives,

One objection raised by some faculty members to using “‘units earned” as an output
measure was that many students learned a great deal before they dropped out of class, but they
received no units and, therefore, the output report would not credit the class with-any
educational product or those students. A method of issuing partial credit of one or two units for
a three-unit class was suggested and eventually approved. This method of partial credit has several
advantages to students and makes the oufput statistics more accurately reflect the actual learning
whu.h takes p]ace Partial credit better served the needs of students because they could sce
short-range ochctwes being accomplished mpre frequently and if, because of circumstances
beyond theit.control, students had to drop out of a class, they received credit on their transcript
for the ‘units already accomplished, The - partial credit provision also further emphasized the
important principle that students reccive units and grades for achieving objectives and not for
“putting in time.”

The Mt. San Jacinto staff also identified ‘'lack of motivation™ and *‘poor reading and writing
basic skills” -as significant constrainfs to student achievement. As a resuit, the college devoted
time and resources to developing the “seif-actualization by group process’’ (human pbtential
seminais) to help improve student motivations. Poor reading and writing constraints were dealt
with by expanding and revising the nad;ng and writing laboratory, but this ex pansion is too new

[mc "
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ot

to be able to report the results of this constraint reduction effort,

The Educational Audit

In order to give grealer credibility (o the achievement report and to gain the advice of an
outsider, the college president recommended that an outside educational auditor be selected by .
the frustees and that he be given a set of audit speciﬁcatior{s to follow. He was eniployed to
sample the output statistics, to interview faculty and s!aff, and to make an oral audit repost to
the trustees in a public meeting, Detailed written reports were also completed. These reports
verified the accuracy of grading ptans, course objectives, and service function objectives and their
output measures. (The educational auditor was a university professor who has recently been a
community college president, and who had previously bcen a trained financial auditor.) His
suggestions for improving the management system, especially in making certain objectives more *
accurately measurable, were very helpful for program improvement. -

The measurable institutional objectives approacii to management by objectives as applied so
far at Mt. San Jacinto College has served to help solidify staff development efforts, It has also
helped to make management decisions on alternative programs based on knowledge of constraints
encountered and a knowledge of realistic costs related to output, and it has served as a unifying

" foree for an innovative and effective student-centered educational progrant.

The Participative Approach to Management by Objectives

. The Coast Comrﬁunily College District’s efforts to implement management by objectives are.

" based on two primaty assumptions. First, that management by objectives is the best presenl-day k

represantation of scientific management. Secondly, that the genuine involvement of the people in

the educational community in the management process constitutes the best representation of the
human dimension of management, .

The identification and selection of an individual to guidé the implementation of the
‘program in the colleges was the first signiﬁcant step in the management by objectives process. :
,I'mportant considerations in arriving at this decision included establishing the need for such a
posih'on, identifying desirable characteristics and skills, examining methods for selection, and
determ{nmg the responsibilities and functions s hich the coordinator would carry oul.
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To get the project planning teant off to a productive start, several steps were necessary: first,
potential key members were identified; next, the possible contribution of each was analyzed
before selection; and, finally, strategics were developed for the initial mecting of the planning
team, '

Most community college administrators will assert vigorously that their college or
lhlllti—campus~districl has its objectives already stated in the most recent accreditation report.
Unfortunately, regardless of how well-written Coast District’s objectives were, they frequently
suffered from the lack of some significant element. By contrast, when needs are assessed and
appropriately related objectives are developed, they can be ulilized to examine the college's
existing program structure and its educational and vost effectiveness. Obviously, the present
program structure, whether it be organized by activities, divisions, departments, or degree
programs, could provide a basis for an analysis of costs. This, however, would éuggcgt that all
programs addressed one or apother of the district’s needs and that ali needs were add-essed by
one or another of the district’s programs. This is probably not the case, Therefore, 4 careiul
comparison of educational nceds and objectives and their priority ratings may offer valuable
information about the necessity to revise the existing program struclure, .

An important purpos¢ for examining the program structure is that it provides the basis for
bringing together all of the elements needed for accountability. It will permit clarification of
objecl.ives. demonstrating the costs of programs working toward attaining objectives and
evaluation data by program. Sub-programs or activities can also be analyzed or compared with
others in different arcas. Each of these.lasks can be accomplished by establishing a classification
" scheme which groups the organization’s activitics according to the objectives that cach activity
s'.'n;es. Within the resulting framework, information can be assembled on resource requirements,

cost outputs, and benefits of 2!l the activitics carried on by the organization.

Each cxisling prograim. whether inslructional or supporl, should contribute to vne or more

of the overall institutional objectives that have been establist ud L .u.h ob]c«.tm has on¢ or more -
performance indicators to aid in measuring the degree to which itis bemb attained. Programs
- conltributing to Lhese systemwide objectives will need to have their ow 1’ program objéctives
“measured. These program support olajccgi\'es should specify activities that will clearly help reach
the  level of performance iadicated for- the various institutionai objectives. Sctling program

.'nkmn{-un, is the most direct answer to the key questions of auounl‘lhllny. "Wh-.rc do we want -

o5
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" to go and how do we get there?” In order to make the establishment of program objectives
meaningful and to permit later program analysis, prioritics must be set. Evaluation subsequently
enadlcs those in the program to see how well their objectives are attained and provides a basis for
the possible revision of priorities or the addition or deletion of certain program objectives.
Establishing program objectives, determining priorities, and evaluating how wetl objectives are
being achieved, will be the most significant activities toward making the Coast District more

accountable and, more importantly, more educationally effective.

This model of humanistic management being implem:nted in the Coast Community College
District is not proposed as somecthing in addition to what college staff are, now doing. It is
proposed as an alternative to present management practices and educational pructices.llunmniétic
management calls for a special type of leadership in the educational system. It requires leaders

who are effective human beings, whe have a good grasp of science-based management, and who

are able to bring about genuine cooperation among all geoups in the educational community. This

is a big order, but the importance of the educational enterprise demands it.

The Cum‘ntly Unmeasurable Objectives Concept ot

As stated in Chapter I, management by objectives is a topic of great controversy. One area
of great concern involves currently unmeasurable objectives. The use of currently unmeasurable
objectives is the middle ground between those wiio propose that behavioral objectives can be
written for nearly everything that is taught and those who believe that for some subjects there is
50 little of the important learning that can be measured that it is misleading to try and measure
any learnings. Simply stated, the ‘‘currently unmeasurable objectives” approach asks those
writing ¢ducational objectives to write all other objectives with accompanying statements which
'relate the experiences students have which, in the judgment of the instructor, will lead the
student to achieve the unmeasurab[c‘ objective. It is naturally hoped that as the instructor
acquires additional expetience in student evaluation he will gain insight into ’lL‘W ways to
measure student achievement and will convert- some currently unnmicasurable objectives ‘o
measurab!e ones. It is apparent that a »vocational auto mechanics course will have more
:he_asurab!c objectives than will an English course in Shakespeare. But the auto mechanics teachgr
’ ;wi'il probably have as one of his objectives the fact that graduates should displey certain skills in

customer relations, The -very naturc of this objective makes it currently unmeasurable,

L ]

(""—“-'Cr'-r, the English teaclwr of Shakespeare will have objectives which must be measured if he

1E MCd grades and certify units eamed. The necessity of listing the experience or activities
;. 10k
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-
which the student is provided in order to accomplish the unmeasurable objectives puts a
limitation to the unmcasurubie objectives which can be claimed for a ¢lass or support programs.
The preparation of measurable and currently unmeasurable objectiver serves as a compromise
v»:hich helps bring otherwise disbelnving facu'ty members into the provess of writing course
objectives, This is criticclly important because there seemns to be no way to devise a complete

management by objectives system without having the output of courses measured against course

objectives,

Staff Evaluation
A second area of controversy concerns management by objectives as a faculty evaluation
tool. At first glancé, it would appear that one of the most likely ways to evaluate individual
community college staff members and instructors would be through an appropriate managemcrit
by objectives system. The real crux of evaluation is to improve instructional output and,
therefore, it appears on the surface that the fair:zst evaluation system would be one that weeds
out staff members with low output and rewards staff members based on their educational output
" — the number of objeclives accomplished by students. In the case of mid-management in
community collegeys, the dean, the vice president, or department heads, it also appears that tﬁey
should be evaluated on the basis of objectives for which these mid-management people are
responsible.
There are several reasons why a managc(r‘n\ent by objectives system must not be used as the
_ faculty or administrator evaluation system, The first reason is that the mission of community
colleges is to assist 4a!] people over 18 years of age who can profit from instruction. The students
m.a given class may all be marginally *'able” to profit from ir"nstryction or they may all have a
high capabity to learn the subjec:(f”Of course, the most prevalent situation is the class with a
gﬁxture of student abilities. If an instructor is going to be evaluated on the objectives
‘accomplished by students, then in all fairness the students should have a similar capacity to learn
and all must have a similar desire to learn, Since we have no known test instruments to make such
a selecton of students, and most community colleges would reject such homogenous g,roupings' if

- test instruments were devised, we have to reject management by objectives as a primary

~ evaluation tool.

“E ‘I)C«tructors feel that the management system is not a method of evaluation of individuals
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.

' bu:’ls a system to evaluate the progress that the whole instituvion is making 1- ward institutional
" objectives, then they are more likely to participate c¢ffectively in objective setting and in
constraint ideitification and reduction. The management by objectives system will give some
indications about teachers who are teaching classes with low output, or dedans whose program
objecﬁves have unusually low output accomplishment. These clues can alert those who apply the

&

staff evaluation system to look for the reasons behind the unsatisfactory output data, but the
evaluation of individuals should be separate from, and totally independent of, the managemcm .
" by objectives system.

- Management by Objectives and Fiscal Planning

’ “Management by objectives cannot be useful until the academic planning it encompasses Is
intekr"!ed with fiscal planning. Too often, academic planning is catiied on without regard to the
cost implications or opsrating constraints, Many carefully developed academic plans are
_frreqt(ei\tly_lermed “wish lists” and discarded without appropriate examination,of possible
alternatives and fiscal trade-offs. At another :xtreme, academic planners may limit their a:ct'iviaies,v
,pnduty by imagining fiscal constraints which do not exist in fact, Symptomatic of this Is
developfnen! of only those pidns 2nd approaches that are *fiscally realistic.” Consequently, the
: fulyl' range of innovative approaches to community college education, constrained only by delivery
_system 'technology, may'never be completely developed. Another problem is that fiscal planning '
~is often conducted without regard to tic subtieties involved in academic planning. An extensive
exeércise in setting and develqhing objectives is wasted if, due to fiscal constraints or efforts at
“cost minimization,” plans are rejected without further analysis. More useful planning résult’s ;
when cos(s and benefits of only partially attaining goais and objectives are examined. In this way,
- the.trade-offs between results and dollars among policy alternatwes are copveyed explicitly to
' pohcy makers. :

'_Effons at improving the art of r'h'anaélng higher education do not appear to ha\}e yel ~

integrated fiscal and academic planning explicitly. The many planning and management'too‘lsyc
) developed by thc National Center for Higher Education Management Systems, for example, have
’been dire-ted largety at analyzing utxhzanon and cost of college resources. Only recently has the

”.”Center begun to specifically explore the difficult area of outcomes. No Center to0ls have yet

~ been develaped for slmu[taneous analysis of outcomes or benefits and the costs of altematwe' -

ml[ema1 onerahons More generally, many efforts at nmp!ementmg planning, programmmg, and

| 0%
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budgeting systems ir ligher education hiave not been successful because they fail to provide for
‘an integrated treatment of costs and benefits. In traditional fashion, efforts are directed to the

less difficult, though still staff-consuming, task of identifying program costs,

Integeating acadentic and fiscai planning seems to require an apptoach that cvoromically -

provides for the najor planning decisions faced by community college managers. To be usefui,
the apprauch niust somehow gvercome the output nieasurement preblem, provide for inclusion
: of concerns about student access, and recognize the need for simple, explicit presentations:to

nianagers who have limited time and information at their disposal. To do Hhis, ‘we suggest &

Aranking modcl which incoryorates several tools basic to management by objectives efforts, This

- model employs a modification to traditional cost-benelit analyses predicated on ranking
“alternatives according to three cnterfa identificd as essential to conununity college decision

'hnging:

(1) benefits or outcomes (sometimes tenmed program f}taality).

{2) costs, and

(3 access.

Correct planning  solutions are possible only if all three criteria are considered
- simoltancousty. It one alternative is preferred to others according to both benefil and cost

criteria and satisfies the accéss criterion as well, the decision is clear. Unfortunately, the three

criteria are not always compatible. For exaniple, it may be that increases in college effectivencss

(bmcflts compared to costs} may be obtained only at the expense of deuusmg acoess, or vm.'

versd. ldud}ly, most decistons would be conslructed sa that decision makers are not forced 1o

sub;cctweny weigh the access criterion against the effectiveness criteria.

Ax‘ anather cxample. suppaose cosls and funding are fixed beforehand. It is possible then that ™

; :mpmv..m;nts in student access can be obtamed only at the reduction of benefits or outcomes

oper student served, Hopefully, afternatives may be constructed so that decision inakers are nol

“forced to muake such trade-offs. If such clioices are necessary. however, they should bgmad,e"

explicit ku!hcr than implicit as is so often the case in existing planning eftorts.

O

: ]: MC »s!s an spg citied, the crfon is !o sausfy as m:my of lhc Objt‘tlthS for bem ﬁh and acccss_
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as possit'. Given speatic and lised progrun objectives Tor benefits and access, managers will
liliely seleet the least vost means of meeting those objectives. Frequently, lowever, planning
decisions do not have specific cost constraints and a0 usefut decision modet should handle
problcms i which values of all threo eriteria nay be vacied.

The technigue suggested for tying academic and fiscal plinning treats college p!nnniﬁg
decisions in a dual context that combines {11 gcademiv and fiscal concerns on the one hanﬁ, and
{2) college cl'i'cctivcncssl amndd student access on the other. The rearly insurmountable problem of

Vmeasuring college outcomes s solved by using program objectives specified during  the
management by oljectives provess. Needs assessment, vital to th e community college requirement
fot knowing the educational needs and preferences of its community, is an integral part of the

- process, Ordered rankings of program alternatives according to each of the three criterias
benefits, costs, und acvess, are suggested te meet the problems presented by the fact that college
outcomus, and the vatlue of student aceess cannot be measured in dollars as are costs, These

Crunkings of program alternatives provide an econtomical, understandable, and explicit means by.

: yvhlch,céllcg;managcrs may cxamine alternative investments and results and arrive at the best

' fc:is_iblc plulining choice. Such an approach would be impossible or, ut best, ¢xtremely difficult

without the tools of management by objectives.

Management by Objectives-Fad or Fundamental Change?

: Whether management by objectives wili lead to fundamental changes in education, or
whether it will become ancther educational fad that uickly passes remains to be tested in the
colleges, One thing is certain - both the demands for increased participation of - faculty and

. students in the educational process, and the demunds of the public for increased accountability,

efficiency, and effectiveness, must be satistied,

o The use of nanagement by objectives to try to reconcile conllicting dentands hus both
: ptoLwonel1ts and critics. Among criticisis of management by objectives are fears that courses will
o begin to emphasize th.c trivial, the mechanistic;, and the casily quantifiable, that management by
:, 6bjf;'c§ives will create a rigid reporting system und stifle innovation and experimentation in the
 ' ¢6i!cgcs; that lack of staff training to participate in management by objectives will tog down the
‘:"px;ogram at the very beginning, that:an atmosphere of hosiility and insecurity will be created
‘k:l)ecausf' of pressures caused by manageroent by objectives, and that individual résistance ioA’
:y_ cE l{lC“ prevent the management program from ever be‘coming effectivc.‘

‘\\»-of'.
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Proponents of management by objectives counter these arguments with claims that
management by objeclives provides the most effective planning mechanism available, that
management by objectives establishes a systematic and effective accduntability process, that
management by objectives can be a technique for improving morale by increasing the
communication among alf levels in the institution, that management by objectives i. 2 mechanism
to develop a more integrated educational context, and that managemem by objectives makes
significant contributions to all of those who participate in community college educa_tion. For
!rustees, management by objectives provides a mechanism that allows them to develop and guideg.,
ihe mission of the college in tertns of specific outcomes in being accountable for the public truste.%
For administrators, management by objectives offers a technique that scientifically and
systemancaliy Insures that the major functions of management take place on the college campus
For the faculty, management by objectives provides 4 tool for more comprehensive planning of -
~educational expegiences and for more effective educauonat evaluation, In addition, areas of
- unnecessary duplication, new needs, and old irrelevant programs can be considered and evaluated
~mose effectively than ever before. Students also benefit by knowing in advance what the
instructor considers important, what the college as a whole proposes to, offer them, and what
-~ each of the divisions has as objectives for their educational development. Curriculum planning:
bfcan be facilitated and the adversary nature of much education might be overcome since the
'emphasls could shift ‘rom the hidden and the unknown to specific achievement of objectives. k
, Fmally, the public will be better informed about the mission of the college, about the
justification for costs, and about the kinds of objectives that were achieved. Hopefully, the
fdebate over management by objectives will be tested and resolved on a voluntary basis, in the =
cblleges — allowing for the special context of education and academic freedom — rather than
through mandated state programs based on inappropriate business management models, of -the
k~ ¢ducaliona! concep!s of efficiency experts.
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